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ABSTRACT 


VISIONARY  LEADERSHIP  by  Rsbttcca  S.  Halataad,  MAJ ,  USA,  119 

pagaa . 

Thia  atudy  Invaatigatad  tha  importanca  of  tha  concapta  of 
vision  and  visionary  laadarship  for  U.S.  Army  officars. 
Sinca  1987  tha  Army  incorporatad  thasa  concapts  into 
doctrina,  but  limitad  visionary  laadarship  to  sanior 
laadars.  This  study  analyzad  thasa  concapts  from  both  a 
civilian  and  military  parspactiva. 

Spacific  amphasis  was  on  tha  analysis  of  laadarship 
qualities  assantial  for  providing  visionary  laadarship.  To 
datarmina  tha  assantial  laadarship  qualitias  it  was 
nacassary  to  astabliah  a  basal ina  of  qualitias.  This  study 
also  analyzed  tha  many  definitions  for  vision,  as  thasa 
surfaced  additional  qualities  axpactad  of  visionary 
leaders. 

This  study  explained  tha  development  and  usage  of  tha 
Army’s  concept  of  vision,  tha  varying  definitions,  and  the 
associated  leadership  qualitias.  Tha  analysis  of  each  area 
1ad  to  tha  identification  of  seven  assantial  qualitias  of 
visionary  leadership:  vision,  power,  assessment, 
communication,  self -development,  balance,  and  character. 

This  study  advocated  that  the  Army  continues  to  incorporate 
the  concepts  of  vision  and  visionary  leadership  into 
doctrine.  Specifically,  the  Army  needs  to:  develop  a 
definition  for  vision;  use  the  concept  of  vision 
consistently  within  its  doctrine;  expand  visionary 
leadership  to  Junior  leaders;  promote  the  development  of 
visionary  leaders;  and  use  tha  expertise  available  from  the 
civilian  sector. 
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CHAPTER  1 


INTRODUCTION 

Th«  v«ry  •ss«nc«  of  loadorahip  i«  [that]  you 
hava  to  hava  a  vision.  It’s  got  to  ba  a  vision 
you  articulata  daarly  and  forcofuHy  on  avary 
occasion.  You  can’t  blow  an  uncartain  trumpat.^ 

Fathar  Thaodora  Hpaburgh,  Tima 

Statamant  of  tha  Problem 

This  raaaarch  proposes  to  analyze  tha  specific 
leadership  qualities  essential  for  Army  officers  to  provide 
visionary  leadership. 

Purpcsa..  thfl  .Study. 

The  purpose  of  this  study  was  to  analyze  the 
concepts  of  vision  and  visionary  leadership.  As  a  company 
commander  from  1985  to  1988  at  Fort  Lewis,  Washington,  I 
had  tha  opportunity  to  serve  under  three  battalion 
commanders,  two  group  commanders,  and  two  I  Corps 
commanders.  All  of  these  officers  were  successful  leaders 
in  their  own  right.  Although  I  learned  from  all  of  them, 
there  were  distinct  differences  in  their  leadership. 

In  my  opinion,  and  in  the  opinions  of  many  who 
served  for  these  officers,  there  was  one  officer  whose 
leadership  clearly  stood  above  the  rest.  This  officer  led 


In  a  way  which  raaultad  in  tha  organization  working 
togathar  for  a  common  goal  with  avaryona  knowing  tha 
atandard.  Tha  standards  wars  writtan,  livad,  and 
constantly  raitaratad  at  maatings  and  in  apaachas.  Not 
only  did  ha  know  tha  d inaction  ha  wantad  tha  unit  to  haad, 
ha  affactivaly  communicatad  that  d inaction  in  such  a  way 
that  kapt  avaryona  t'ocusad  on  tha  futura.  Ha  not  only 
allowad,  but  axpactad,  aach  subordinata  loader  to  davelop  a 
supporting  focus  for  thair  piaca  of  tha  total 
organization.  Laadarship  was  dacantral i zad  and  decisions 
ware  made  at  tha  lowest  possible  level. 

Furthermore,  as  a  leader,  this  officer  exuded 
confidence,  energized  and  motivated  people,  acknowledged 
work  well  done,  counseled  and  developed  subordinates, 
always  set  the  example,  and  listened  to  the  soldiers  and 
officers  of  his  command.  He  took  responsibility  and 
demanded  others  do  the  same,  was  disciplined  personally  and 
professionally,  and  inspired  trust  from  the  entire 
organization. 

From  1991  to  1992  I  was  an  aide-de-camp  for  two 
Lieutenant  Generals.  Again,  each  had  unique  leadership 
qualities  and  their  own  personal  leadership  philosophy, 
from  whom  I  learned  a  great  deal.  This  position  also  gave 
me  additional  exposure  to  many  other  general  officers  in 
the  Army.  As  I  observed  many  of  these  officers,  I  saw 
divergent  leadership  styles. 


Z  kn«w  that  aach  of  thaaa  laadara  had  baan  givan 
thair  poaitiona  of  raaponaibi 1 Ity  baaad  on  thair  pravioua 
auccaaaaa  and  thair  potantia!  for  futura  parformance.  Of 
couraa,  pravioua  auccaaaaa  ara  hard  to  dafina,  but  cradit 
could  ba  givan  to  ona  or  a  mix  of  all  tha  following:  tha 
lad,  tha  laadar,  and  tha  situation.  I  startad  to  focus  on 
the  laadar  aspact  of  this  mix. 

I  transitionad  from  Just  racognizing  that  these 
officers  had  leadership  diffarancas  to  analyzing  and 
quest i bn ing  the  diversity  that  exists  among  leaders  in  the 
Army.  Does  the  answer  lie  somawhara  in  tha  Army’s  doctrine 
and  training?  Is  leadership  strictly  inherent  and 
personality-driven,  or  are  leaders  really  developed  through 
years  of  experience?  Is  it  a  short-term  or  long-term 
process?  My  limited  experience  led  me  to  believe  that 
leaders  are  both  born  and  made!  My  hunch  was  that  leaders 
are  continuously  developed  over  the  long  term,  and  the 
process  builds  on  the  inherent  and  learned  abilities  of  the 
off icer. 

In  1992  I  started  the  Command  and  General  Staff 
College,  and  one  of  the  first  courses  was  "Fundamentals  of 
Senior-Level  Leadership  in  Peace  and  War."  I  studied 
leadership  models,  case  histories,  and  FM  22-103. 

Laadarahip  and  Command  at  the  Senior  Levels.  This  course 
introduced  me  to  the  concepts  of  vision  and  visionary 
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1«ad«rship.  It  lad  m«  to  raflact  on  tha  past  axpariancaa 
that  I  hava  mantionad. 

Tha  inatar1a1  I  atudlad  influancad  ma  to  baliava  that 
parhaps  tha  raason  that  soma  of  thasa  laadars  stood  abova 
tha  othara  raatad  in  tha  concapt  of  visionary  laadarship. 
Tharafora,  I  dacidad  thara  was  a  valid  naad  to  rasaarch  my 
notion  that  visionary  laadarship  might  ba  tha  discriminator 
batwaan  good  and  graat  Army  of floors.  To  maka  this 
datarmi nation  I  had  to  first  thoroughly  undarstand  the 
background  of  tha  concapt  of  vision  in  tha  Army  and  its 
importance  to  tha  Army  officer  as  a  leader.  Secondly,  I 
had  to  datarmina  tha  definition  of  vision  as  it  applies  to 
Army  officers. 


Background 

Throughout  history  there  have  bean  great  leaders, 
both  military  and  civilian,  who  had  the  ability  to  look 
into  tha  future,  capture  potential  needs  for  their 
organizations,  and  sat  a  process  in  motion  that  moved  their 
organizations  in  a  direction  that  met  those  needs.  This 
ability  has  popularly  become  known  as  visionary  leadership. 

Visionary  leadership  is  a  fairly  recently  accepted 
concept  for  Army  doctrine,  but  in  practice  it  has  been 
around  for  a  long  time,  vision  can  be  traced  back  as  far 
as  dausewitz.  He  called  vision  tha  "inner  light": 
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During  an  operation  decisions  have  usually  to 
be  made  at  once:  there  may  be  no  time  to  review 
the  situation  or  even  to  think  it  through. ...  If 
the  mind  is  to  emerge  unscathed  from  this 
relentless  struggle  with  the  unforeseen,  two 
qualities  are  indispensable:  first,  an  intellect 
that,  even  in  the  darkest  hour,  retains  seme 
glimmerings  of  the  inner  light  which  leads  to 
truth;  and  second,  the  courage  to  follow  this 
faint  light  wherever  it  may  lead.^ 


However,  it  was  not  until  1987- that  "vision'*  first 
appeared  in  the  Army's  field  manuals.  It  was  introduced  in 
FlalcL  Manual  22-103.  Leadership  and  Command  at  Senior 
Levels.  Subsequent  to  1987  vision  was  incorporated  into 
Army  doctrine  as  follows: 


1.  1968  FieldManual  25-100.  Training  the  Force 

2.  I9d9  Field  Manual  100-15.  Cores  Operations 

3.  1990  Field  Manual  7 I- 100.  Division  Ooerations 

As  we  enter  the  1990’s,  the  need  for  visionary 
leadership  has  never  been  greater.  There  is  a  need  for  the 
kind  of  visionary  leaders  who  built  our  country's 
institutions.  Leaders  who  are  determined,  confident  in 
their  sense  of  direction,  not  afraid  to  take  risks  and 
challenges,  bold  and  courageous,  and  inspiring  and 
uplifting  are  needed  to  lead  us  into  the  next  century. > 

Leadership  in  our  society  is  a  much  more  difficult 
task  today  than  it  was  in  the  past.  The  world  is  more 


confusing  and  complex,  constantly  reshaping  and  renewing 
itself,  and  going  through  accelerated  change.*  Military 
leadership  is  subject  to  the  same  challenges  of  increased 
complexity  and  endless  change. 


Th«  1990 'a  18  a  critical  tima  for  the  Army,  as  it 
strugglaa  through  paraonnal  reductions,  base  closures,  new 
policies  and  strategies,  and  rigorous  reorganization. 

Senior  military  leaders  are  increasingly  making  reference 
to  "their  vision,"  "the  Army’s  vision,"  "the  command’s 
vision."  It  is  critical  that  visionary  leadership  be 
studied  in  detail,  so  senior  leaders,  as  we11  as  Junior 
leaders,  will  understand  the  importance  of  this  concept  and 
its  full  potential.  Therefore,  it  is  necessary  to  first 
grasp  the  definition  of  vision. 

What  is  Vision? 

Many  writers,  both  military  and  civilian,  have 
proposed  numerous  definitions  of  vision.  The  definitions 
varied  from  very  simple  to  quite  complex,  ranging  from 
merely  two  or  three  elements  to  as  many  as  ten  or  fifteen 
elements  to  describe  vision.  One  should  note  that  there 
seemed  to  be  a  tendency  for  military  authors  to  put  vision 
into  one  of  the  following  categories:  strategic, 
operational,  or  training.  Both  civilian  and  military 
ruthors  used  related,  but  distinctly  different,  concepts 
for  vision  like  personal  agenda,  commander’s  intent, 
intuition,  mission,  and  purpose. 

I  found  most  of  the  Army’s  doctrine  associated  with 
visionary  leadership  and  vision  to  be  confusing  and 
deficient  in  providing  clear  definitiona.  Therefore,  for 
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purpo««t  of  this  study  •  dofinition  for  vision  for  ths  Army 
wss  dsvsiopsd  from  s  combinstion  of  ths  Army’s  currsnt 
doctrins  snd  civil isn  rssssrch  rsistsd  to  the  concept.  Ths 
dsvslopmsnt  process  wss  bsesd  on  ths  perceived  needs  of  the 
Army  ss  sn  orgsnizstion  snd  the  role  of  Army  officers  as 
1 seders. 

Although  the  concept  of  vision  is  increasing  in 
importance  within  the  Army  organization,  the  Army  has  not 
yet  fully  incorporated  it  in  some  of  its  critical 
references.  There  sre  two  military  references  which 
establish  definitions  of  military  terms  and  concepts:  JCS 
Publication  1«Q2  and  AR.  310“2g»  Neither  publication 
defines  vision.  Nor  does  FM  10Q~S.  Onsrations.  the  Army’s 
capstone  warfighting  doctrine,  define  vision. 

Vision  is  specifically  mentioned,  but  with  vague 
definitions,  in  (1)  Field  Manual  22«103.  LMdprghip  gnd 
Command  at  the  Senior  Levels:  (2)  Fif Id  .WanViftl  2§~1QQ. 
Trsinino  the  Force:  (3)  Field  Manual  71-100.  PlyiilQn 
Qpt  rat  loot  and,  (4)  F.lfid  Manual  lOQ-16.  Corpg  Qaarat^pn^. 

Field  Manual  22-103.  nadprfhip .aiid-Cptfffnap.d.  at 
Senior  Levels,  stated  that  alt  action  starts  with  vision, 
and  defined  vision  as  the  "hub  or  core  from  which  flows  the 
leadership  and  command  force  that  fires  imaginations, 
sustaining  the  will  to  win."*  For  leaders  at  senior 
levels  vision  "is  a  personal  concept  of  what  the 
organization  must  be  capable  of  doing  by  some  future 
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pointi  It  Is  ths  targst."*  Vision  Is  ths  “ssnior 
1sadsr*s  aourcs  of  sffsetivsnsas. . . . It  can  bs  an  Intultivs 
ssnsing,  a  prsciss  mission,  or  a  highsr  commandsr*s  Intsnt 
for  a  campaign  or  batt1s....1t  Is  ths  rsfsrsncs  point 
against  which  ths  ssnior  Isadsr  msaaurss  progrsss.”^ 

Vision  providss  focus  and  guldancs  for  ths 
organization  and  crsatas  In  psopis  ths  trust,  cohsslon, 
commitmsnt,  and  ths  will  to  msst  any  challsngs.* 

Vision  was  dsscribsd  In  similar  tsrms  In  FM  100- IS 
and  FM  71~100.  but  ths  focus  was  from  the  psrspsctivs  of 
ths  Corps  and  Division  commandsr,  rsspscti vsly .  Ths 
manuals  prsssntsd  vision  as  ths  commandsr's  psrsonal 
concspt  of  what  ths  unit  must  bs  capable  of  doing  by  some 
future  point,  and  that  all  action  starts  with  vision.  The 
commander’s  vision  is  the  key  to  success  and  requires 
"anticipation,  mastery  of  time^spacs  relationships,  and  a 
complete  understanding  of  the  ways  in  which  friendly  and 
enemy  capabilities  interact."* 

Field  Manual  25-100.  Trainina  ths  Fores,  defined 
vision  in  terms  of  a  training  vision: 

The  key  elements  which  shape  the  commander’s 
training  vision  are  a  thorough  understanding  of 
training  and  operations  doctrine,  his  assessment 
of  Mission  Essential  Task  List  proficiency 
levels,  and  knowledge  of  potential  enemy 
capabi 1 i ties.'  * 
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The  organizational  goals  that  mova  tha  organization  in  a 
common  direction  must  support  his  vision.  One  of  thsss 
goals  should  bs  establishing  and  supporting  a  command 
climate.' ' 

In  reviewing  the  literature  I  found  many 
definitiona  of  vision.  Although  some  were  clearly  more 
applicable  to  corporate  organizations  than  to  the 
military,  there  were  several  definitions  quite  relevant 
for  tha  Army.  The  definitiona  chosen  fit  most  closely 
with  the  following:  (1)  my  personal  experiences  as  an 
Army  officer;  (2)  Army  doctrine;  (3)  interviews, 
briefings,  and  literature  of  other  Army  officers;  and  (4) 
the  Chief  of  Staff  of  the  Army’s  vision  for  America’s 
Army; 

A  TOTAL  FORCE  TRAINED  ANP  RSAPY  TO  FIGHT. . . 

SERVING  OUR  NATION  AT  HOME  AND  ABROAD. . . 

STRATEGIC  FORCE  CAPABLE  OF  PECISI  V.E.,  yJ.PIQBX  >  ^  » 

Tom  Peters,  an  author  of  "bestseller”  books  on 
leadership  topics  (e.g.,  In  Search  of  Excellence.  T.briylnfl 
gn .P.hflQ.§..  and  A  Rwiffn  fgr  Ekggn.,SPg»)>  defined  vision  as 
that  which: 

inspires,  ennobles,  empowers,  and  challenges 
people,  but  at  the  same  time  provokes  confidence 
...  to  encourage  people  to  take  the  day-to-day 
risks  involved  in  testing,  adapting,  and 
extending  the  vision.'* 

Peters  stated  that  visions:  (1)  stand  the  tost  of  time  in 
a  turbulent  world;  (2)  are  stable  but  constantly  challenged 
and  changed  at  the  margin;  (3)  are  beacons  and  controls 


wh«n  all  alaa  it  up  for  grabs;  (4)  prapara  for  tha  futura, 
but  honor  tha  paat,  and  (6)  ara  livad  in  dataila,  not  broad 
atrokaa J  ^ 

Jamaa  M.  Kouzaa  and  Barry  Z.  Poanar  in  Tha 
Laadarahip  Challanaa  dafinad  vision  at  tha  forca  that 
invanta  tha  futura.  It  it  a  daaira  to  maka  aomathing 
happan  in  tha  futura,  to  changa  tha  way  things  ara 
cur rant 1y  baing  dona,  and  to  craata  aomathing  naw  and 
uni qua.  Thay  call ad  it  vision,  but  notad  that  it  was 
rafarrad  to  by  soma  othars  as  purposa,  mission,  goal,  or 
parsonal  aganda.^*  Kouzaa  and  Posnar  concludad  that 
visions  ara  windows  on  tha  world  of  tomorrow.  Thay  statad 
that  visions  ara  concaptual izations  and  “raflactions  of  our 
fundamantal  baliafs  and  assumptions  about  human  natura, 
tachnology,  aconomics,  scianca,  politics,  arts,  and 
athics. 

Burt  Nanus,  a  profassor  of  managamant  in  tha  School 
of  Businasa  Administration  at  tha  Uni  varsity  of  Southarn 
California  has  writtan  savaral  books  on  laadarship 
(Laadara;  Tha  Strataaias  for  Taking  Charge  and  Visionary 
Laadarahip) .  Ha  dafinad  vision  as  "a  realistic,  credible, 
attractive  futura  for  your  organization.”’’^  Vision  must 
always  deal  with  the  futura,  be  inspiring  and  energizing, 
and  it  must  be  central  to  laadarship.  Nanus  contended  that 
tha  leader's  vision  should  attract  commitment,  craata 


meaning  In  worKars*  1ivaa,  aatabliah  a  atandard  of 
axcallanca,  and  bridga  tha  praaant  and  futuraJ* 

From  thia  coHacHon  of  mlUtary  and  civilian 
daacriptiona  of  viaion,  tha  following  dafinition  waa 
davalopad: 

VISION:  A  REALISTIC,  CREDIBLE,  ATTRACTIVE 
FUTURE  FOR  AN  ORGANIZATION,  BASED  ON  A  THOROUGH 
ASSESSMENT  OF  ITS  CAPABILITIES  TO  ME^T  MISSION 
REQUIREMENTS,  THAT  CHALLENGES  AND  EMPOWERS  PEOPLE. 

Uaing  thia  aa  a  baaalina  dafinition  for  purpoaaa  of  thia 

study,  I  will  davalop  and  analyza  tha  concapta  of  viaion 

and  visionary  laadarship  in  tha  Army  and  tha  laadarahip 

qualitiaa  nacaaaary  for  Army  officara  to  provida  visionary 

laadarahip. 


It  ia  hypothaaizad  that  apacific  laadarship 
qualitiaa  damand  graatar  amphaaia  in  ordar  to  produca  Army 
officers  who  can  provida  visionary  laadarahip  for  thair 
organizations. 


Sui?Br.gb  Taros 

Tha  first  subproblam  waa  to  identify  tha  concept  of 
viaion  in  tha  Army  by  examining  the  development  and  usage 
of  this  concept  in  official  publications. 

The  second  subproblem  waa  to  discuss  the  various 
definitions  of  vision. 
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Th«  third  aubproblttm  was  to  uaa  tha  many  dafi nit Iona 
of  vision  to  diacovar  tha  laadarahip  quail tias  aaaoclatad 
with  thia  concapt. 

Tha  fourth  aubproblam  waa  to  furthar  Idantify 
laadarahip  qualltlaa  damandad  of  Army  officara,  and  analyza 
thoaa  apacific  qualltlaa  aaaantlal  to  vlalonary  laadarahip. 

Tha  focua  of  thia  study  waa  originally  llmitad  to 
vision  aa  It  appllad  to  aanlor  Army  laadara.  Howavar,  a 
graat  daal  of  publlahad  raaaarch  daalt  with  laadarahip 
laauaa  not  nacaaaarlly  dapandant  on  rank  or  position.  Aa 
such,  soma  of  tha  analyala,  conclusions,  and  racommanda- 
tlons  may  apply  to  both  aanlor  and  Junior  laadara. 

This  study  did,  howavar,  only  uaa  vision 
statamanta,  and  command  phlloaophlaa  containing  vision 
atatamants,  from  colonal  laval  positions  and  highar  for 
tha  purposa  of  axamlning  apacific  Army  axamplas  of 
laadara*  concapts  of  thair  vision  in  ralatlonship  to  thair 
organization. 

Tha  focus  of  this  study  was  llmitad  to  good 
visions,  and  did  not  addrass  tha  af facta  of  bad  visions  or 
no  visions  on  organizations. 

Dal  Imitations 

Tha  study  was  not  llmitad  to  stratagic  and 


oparational  vision. 


Th«  study  was  not  llmltsd  to  any  particular  Isadsr 
or  singis  historical  svsnt. 

Ths  study  did  not  attsmpt  to  sxamlns  vision  from  ths 
psrspsctivs  of  how  to  crsats  vision. 

Ths  study  did  not  attsmpt  to  sxamlns  vision  from  ths 
psrspsctivs  of  what  happsns  whan  vision  Is  not  crsatsd  or 
an  organization  Is  Isd  by  a  Isadsr  without  vision. 

Ths  study  was  not  dspsndsnt  on  a  survsy. 

Asaumotlons 

Ths  first  assumption  was  that  thsrs  was  ampls 
matsrlal  avallabls  for  analysis  from  both  civilian  and 
military  aourcss. 

Ths  sscond  assumption  was  that  no  dsflnltive  work 
was  avallabls  which  discussed  this  research  topic. 

Definitions  of  Key  Tsrms- 

Armv.  Army,  for  purposes  of  this  paper,  Is 
capitalized  throughout  and  refers  to  ths  United  States 
Army. 

Commander’s  Intent.  Commander’s  vision  of  the 
battle — how  he  expects  to  fight  and  what  he  expects  to 
accomplish.^*  This  term  Is  quite  often  Interchanged  with 
vision . 

Leadership.  The  United  States  Military  Academy’s 
manual  on  military  leadership  from  1962  defined  leadership 
as  “The  art  of  Influencing  human  behavior  so  as  to 


accomplish  a  mission  in  ths  manner  desired  by  the 
leader."*®  FM  22-100  defines  leadership  as  the  "process 
of  influencing  others  to  accomplish  the  mission  by 
providing  purpose,  direction,  and  motivation. "*i 
22-103.  which  focuses  on  the  eenior  leader,  defines  it  as 
"the  art  of  direct  and  indirect  influence  and  the  skill  of 
creating  the  conditions  for  sustained  organizational 
success  to  achieve  the  desired  result."** 

Operational  Vision.  "Operational  vision  is  the 
trait  that  allows  an  operational  commander  to  see  the 
desired  operational  end  in  the  form  of  a  military  condition 
and  then  synthesize  a  plan  that  gets  to  that  end."**  It 
is  the  vision  created  by  transforming  a  superior 
commander’s  intent  into  a  carefully  defined  objective  and 
developing  a  rational  plan.*< 

Quality.  A  peculiar  and  essential  character;  degree 
of  conformance  to  a  standard;  inherent  or  intrinsic 
excellence  of  character  or  type;  a  special  or  distinguish¬ 
ing  attribute;  an  acquired  skill:  accomplishment;  and 
inherent,  enduring  good  traits  that  make  one  somewhat 
superior.**  For  purposes  of  this  paper  I  define  the 
visionary  leader  in  terms  of  "qualities"  in  order  to 
capture  the  "whole  person,”  both  ths  inherent  and  learned 
aspects  of  the  leader.  Therefore,  I  use  "quality"  to 
encompass  the  following:  attributes,  characteristics, 


compctancifis,  skills,  trsits,  fundsmsntals,  bshaviors,  and 
impsrativss. 

airiAifliC  .LMdlir..  THs  individual  occupying  a 
position  of  rssponsibl 1 Ity  at  ths  top  of  tha 
organization. A  thrss  or  four  star  gsnsral  or 
Corporats  Exscut 1 vs  Officsr  who  Is  hsld  accountabls  by  ths 
Institution  for  ths  output  of  ths  organization  and  gstting 
ths  organization  to  follow  along  with  him  In  a  common 
dlrsctlon.**^ 

Stratsgic  Vlalon.  Vision  that  Is  crsatsd  by  ths 
sxscutivs  or  stratsgic  (four  star  gsnsral)  1svs1 
Isadsr.** 

Trait.  A  physical  or  psychological  characteristic 
of  ths  Isadsr.  Psychological  traits  ars  consistent 
patterns  of  behavior,  such  as  intelligence,  Initiative,  and 
honesty.** 

Vision.  A  realistic,  credible,  attractive  future 
for  an  organization,  based  on  a  thorough  assessment  of  its 
capabilities  to  meet  mission  requirements,  that  challenges 
and  empowers  people. 
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CHAPTER  TWO 


REVIEW  OF  LITERATURE 

Th«  concepta  of  vision  and  visionary  Isadarship  ara 
important  for  tha  way  our  currant  and  futura  Army  will 
oparata  undar  conditions  of  graat  changa  and  complaxity. 
Thasa  concapts  hava  riaan  in  prominanca  racantly  in  our 
military  doctrina  and  manuals.  This  chaptar  prasants  a 
raviaw  of  military  and  civilian  litaratura  ralatad  to  tha 
following:  (1)  tha  concapt  of  vision  in  tha  Army  by 
axamining  tha  davalopmant  and  usage  of  this  concept  in 
official  publications;  (2)  leadership  qualities  that  create 
tha  baseline  for  potential  visionary  leaders,  and  (3) 
specific  qualities  essential  to  visionary  leadership. 

Tha  Davalopmant  and  Usage  of  Vision  in  tha  Army 

From  a  historical  perspective  official  U.S.  Army 
publications  began  to  discuss  tha  concapt  of  vision  in 
1987.  Its  introduction  was  in  Field  Manual  22-103. 
Laadarshio  and  Command  at  Senior  Levels.  Tha  purpose  of 
22-103  was  to  establish  a  doctrinal  framework  for 
leadership  at  senior  levels  within  tha  context  of  tha 
levels  of  war  outlined  in  Field  Manual  100-5.  Ooerationa. 
and  tie  it  to  tha  fundamentals  of  tha  military  profession 


•  •  •  • 
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contained  in  F_lftld  Manual  1QQ-1.  Tha  ArmvJ  vision  is 
clearly  an  underlying  theme  throughout  FM  22-iQa.  to 
include  a  chapter  dedicated  Just  to  leadership  vision. 
Ironically,  the  current  edition  of  FM  IQQ-S.  in  contrast  to 
FM  22~1Q3.  never  mentions  vision. 

Since  1987,  vision  has  appeared  numerous  times  in 
other  Army  manuals.  In  1988  vision  wae  documented  in  Field 
Training  the  Force.  FM  25-100  charges 
senior  leaders  to  develop  and  communicate  a  clear  training 
vision,  one  that  Mould  provide  direction,  purpose,  and 
motivation  to  prepare  their  organizations  to  win  in  war. 

The  leaders  base  their  vision  on  a  thorough  understanding 
of:  mission,  doctrine,  and  history;  enemy  capabilities; 
organizational  strengths  and  weaknesses;  and  training 
envi ronment .* 

In  September  1989  the  Army  incorporated  vision  into 
F.lAld  MAHUAI  .IOOt.16,.  Corps  Operations.  Interestingly 
enough,  the  preface  of  this  manual  states  that  it  is  fully 
compatible  with  FM  100-5.  and  assumes  that  the  reader  has 
knowledge  of  the  fundamentals  outlined  in  FM  100-6.  FM 
ififlzill.  FM  100-10.  FM  1Q1~S.  and  gM__t.0 1-5-1 .»  However, 
there  is  no  mention  of  FM  22-103  in  FM  100»S  and,  as  noted 
earlier,  FM  100-5  does  not  discuss  vision.  In  chapter  one 
of  FM  100- IS  it  states: 

The  commander  is  critical  to  the  success  of 
the  corps.  He  must  establish  a  clear  personal 
vision  of  what  the  corps  needs  to  accomplish  and 
must  communicate  that  vision  so  that  his  intent  is 
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c1«ar1y  understood.  He  communicates  his  vision 
through  example,  teaching,  and  hie  own  tactical 
and  technical  proficiency.  He  then  ensures  that 
the  corps  executes  the  actions  necessary  to  make 
his  vision  a  reality  and  to  achieve  the  desired 
results.* 

After  the  Army  placed  emphasis  on  vision  in  the 
field  manual  for  corps  commanders,  it  then  addressed  vision 
in  the  field  manual  for  division  commanders,  FM  71-1Q0. 
Division  Operations; 

All  action  starts  with  a  vision.  The  division 
commander's  vision  is  his  personal  concept  of  what 
the  division  must  be  capable  of  doing  by  some 
future  point.® 

The  Army  has  recently  circulated  its  draft  for  the 
new  Field  Manual  100-5.  Operations.  Vision  occurs  once  in 
the  document,  and  then  it  is  buried  and  quite  vague: 
"Commanders  will  require  vision  to  simultaneously  conduct 
operations  within  a  theater  of  operations,  respond  to 
continuous  requirements  elsewhere  in  a  theater  of  war,  and 
conduct  peacetime  activities  throughout  their  areas  of 
responsibility."®  FM  100-S  is  the  Army’s  "keystone 
warfighting  doctrine,  describing  how  to  think  about  the 
conduct  of  campaigns,  major  operations,...."^  Analysis 
of  the  potential  impact  of  the  new  FM  100-5  on  the  concept 
of  vision  is  addressed  in  Chapter  Four. 

Field  Manual  22-103.  Leadership  and  Command  at 
Senior  Levels,  is  under  revision  by  the  Center  for  Army 
Leadership,  Fort  Leavenworth,  Kansas.  Of  particular 
interest  is  the  link  between  vision,  command  philosophy. 


•  •  • 


«  •  • 
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•nd  command  cllmata.  An  Intaraating  aapact  of  tha  naw  £M 
22-103  la  ita  focua  on  both  military  and  civilian  laadars, 
ragardlaat  of  rank  and  poaition.  Additionally,  tha  naw 
manual  propoaaa  looking  at  laadarahip  at  Just  two  1  aval a: 
organizational  and  atratagic.  Viaion  ia  aaan  aa  a  critical 
alamant  for  both.* 

Aa  tha  raviaw  of  military  doctrina  aatabliahad,  tha 
concapt  of  viaion  haa  incraaaad  in  aignificanca  in, tha  Army 
ainca  1987.  Aa  auch,  tha  importanca  of  viaion  with  raapact 
to  laadarahip  naadad  raaaarch  and  analyaia.  Specif ical 1y, 
it  waa  nacaaaary  to  raaaarch  tha  laadarahip  qualitiaa 
nacaaaary  for  viaionary  laadarahip.  Sinca  all  aanior-laval 
laadara  wara  at  ona  time  Junior-laval  laadars,  a 
praraquiaita  waa  to  aataialish  tha  basic  leadership 
qualitiaa  axpactad  of  Army  officara. 

Army  Ltfldtrghlp; _ The  Baseline  Qualitiaa 

Laadarahip  qualitiaa,  from  Junior-1aval  to  sanior- 
laval  leadership  in  tha  Army,  wara  discussed  and  outlined 
in  numerous  manuals  and  associated  literature.  Leadership 
qualities  ware  once  thought  a  matter  of  birth:  that 
laadara  wara  born  not  made.*  After  years  of  study, 
however,  that  opinion  has  changed  and  most  now  believe 
that  laadars  are  made  and  that  they  continue  to  grow  and 
develop  throughout  lifa.^*  It  is  also  believed  that 
leadership  competencies,  or  qualities,  remain  constant, 


but  th«  waya  in  which  paopla  apply  thair  compatanciaa  hat 
ahiftadJ^  Additionally,  for  tvtry  Itadtr  than  is  a 
uni qua  aat  or  mix  of  qualitiaa.  Tharafora,  it  ia 
impoaaibla  to  davalop  a  achoolbook  aolution  of  all  tha 
baaic  laadarahip  qualitiaa.  Nonathalaaa,  for  purpoaaa  of 
thia  atudy  a  baaalina  waa  aatabliahad. 

Tha  moat  conaolidatad  and  thorough  praaantationa  for 
baaic  laadarahip  qualitiaa  for  Army  officara  wara  found  in 
FiaTd  Manual  22-102.  E,ii,l,d..Hftny4T.  .22“  1 M .  and  Major  Qanaral 
(Rot)  Smith* a  book,  Taking  Charca: _ A  RragtiCll  Qu1dai.,..f.9.,f: 

Fiald  Manual  22-102.  Solditr  Ttfta-DfyftlOflmtflA . 
outlinad  qualitiaa  uaing  tha  familiar  Army  “BE-KNOW-00" 
format.  (Saa  figuraa  2.A,6,C.)  Tha  BE  of  BE-KNOW-DO  daalt 
with  innar  qualities  as  axpressed  in  soldiers*  actions. 

Tha  two  major  catagoriaa  wara  spirit  and 
profassional ism. '  > 

Soldiers  with  spirit  baliava  in  thamsalvas,  each 
other,  thair  mission,  and  tha  organization.  They  have  a 
strong  desire  to  win  even  when  outnumbered.  That  desire 
and  strength  of  will  ia  spirit.  They  believe  in  cohesion 
and  working  together  as  a  team.  "Leadership  that  nurtures 
and  builds  this  kind  of  spirit  reinforces  the  pride  in 
service  critical  for  cohesive  teams. 

Professionalism  for  the  soldier  incorporates  the 
qualities  of  maturity  and  values.  Maturity  is  seen  in 
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t«rm«  of  dtvoloping  physically,  socially,  aiTiotional ly ,  and 
spiritually.  Dsvalopmsnt  In  thass  arsas  rsquirss  physical 
sndurancs  and  stamina,  willingnsss  to  work  with  othsrs,  and 
ths  stability  to  cops  with  tha  strass  and  dangers  of 
combat.  Thay  muat  axarcisa  tha  qualitias  of 
salf-discipl ina,  initiativa,  Judgmant,  and  conf idanca.' * 

Each  soldiar  must  alto  possass  valuta,  both  parsonal 
and  profassional .  Tha  valuta  of  tha  profasaional  Army 
athic  are  loyalty,  duty,  salflass  aarvica,  and  intagrity. 
Thay  form  tha  bedrock  of  Army  aoldicra*  parsonal  valuta  and 
provide  guidalinas  for  thair  behavior.  Soldiara’  parsonal 
valuas  art  candor ,  compatanca ,  couraga,  and  commitment. 

The  KNOW  of  tha  8E-KNOW*-00  dealt  with  tha  Taarnad 
qualities  of  the  soldier.  Soldiers  must  be  competent, 
mastering  tha  skills  necessary  for  survival  in  combat. 

Thay  must  have  expertise  in  battlefield,  ethical,  and 
people  knowledge.  They  must  know  how  to  listen,  develop 
subordinates,  and  establish  clear  lines  of  authority.^’ 
Competence  among  soldiers  leads  to  mutual  trust  and 
confidence. ^ • 

Tha  00  of  the  BE-KNOW-~00  dealt  with  the  qualities  of 
who  soldiers  are  and  what  they  know.  Soldiers  must  be  able 
to  assess  and  reassess  themselves,  their  team,  and  the  unit 
by  listening,  observing,  and  monitoring  other  soldiers  and 
situations.  They  must  also  communicate,  both  verbally  and 
nonverbally,  with  each  other  as  well  as  with  surrounding 


unita.  Soldlars  maka  daclaiona  and  do  tha  right  thinga 
within  tha  commandar’a  Intant.  Thay  muat  undaratand  and 
raapond  to  ohanga.  Laatly,  thay  train  raallatlcally,  and 
thay  train  all  tha  tima. 

FI  aid  Manual  22-1Q0.  Military  Laadarjahio.  daacribad 
charactarlatica  axpactad  of  Army  laadara  by  dafining  tha 
kay  alamanta  of  tha  Army*a  laadarahip  doetrina.  Firat, 
thara  ara  two  lava la  of  laadarahip  In  tha  Army;  Junior- 
laval,  laadara  who  practica  tha  diract  laadarahip  moda; 
and,  aanlor-laval ,  laadara  who  practica  tha  Indiract 
laadarahip  moda.  Tha  diract  laadarahip  moda  la  faca-to- 
faca  laadarahip  to  accompli ah  ml aa Iona  and  build  taams. 

Tha  Indiract  laadarahip  moda  la  Influancing  through  layers 
of  larga  units,  and  craating  conditlona  that  allow  Junior 
laadara  to  accomplish  thair  tasks  and  missions. 

Tha  main  focus  of  FM  22-1 00  la  tha  junlor-laval 
leader.  However,  since  every  senior-level  leader  1s 
expected  to  set  the  example  for  Junior  leaders,  the  basic 
leadership  principles  and  competencies  outlined  In  FM 
22-1QQ  are  critical  for  establishing  the  foundation  that 
creates  the  baseline  qualities  of  leadership  for  Army 
officers.  These  are  leadership  principles  and  competencies 
Instilled  In  senior  leaders  as  they  were  maturing  and 
moving  up  through  the  ranks.  First,  the  four  major  factors 
of  leadership  outlined  in  FM  22-100  ara  the  led,  the 
leader,  the  situation,  and  communication.^*  (See  figure 
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4.)  Each  of  that*  factora  affact  Army  officara’ 
davalopmant  and  axacution  of  thair  paraonal  aty1a  of 
laadarahip.  Thay  ara  aach  intarralatad,  but  It  la  tha 
laadarahip  qualitlas  of  tha  laadar  that  Influancaa  all  four 
factora. 

PM  22-1QQ  incorporated  tha  laadarahip  qualitiaa  in 
its  alavan  principlaa  of  laadarahip: 

1.  Know  youraalf  and  aaak  aolf>improvamant. 

2.  Ba  technically  and  tactically  proficient. 

3.  Saak  raaponaibi 1 i ty  and  taka  aaponaibi 1 i ty 
for  your  actions. 

4.  Maka  aound  and  timaly  dacisiona. 

6.  Sat  tha  axampla. 

6.  Know  your  aoldiars  and  look  out  for  thair 
wall-baing. 

7.  Kaap  your  aubordinataa  informed, 

5.  Develop  a  aanaa  of  responsibility  in  your 
subordinates. 

9.  Ensure  tha  task  is  understood,  supervised, 
and  accomplished. 

10.  Build  tha  team. 

11.  Employ  your  unit  in  accordance  with  its 
capabi 1 i ties. ^  * 

Lastly,  FM  22-100  also  incorporated  leadership 
qualities  in  its  outline  of  the  Army’s  nine  competencies  of 
leadership.  These  competencies  are  broad  categories  to 
define  leader  behavior  and  provide  a  framework  for 
leadership  davalopmant  and  assessment.  They  were  developed 
in  1976  after  studying  leaders  from  the  ranks  of  corporal 
to  general  officer.  The  nine  competencies  are: 

1.  Communications 

2.  Supervision 

3.  Teaching  and  counseling 

4.  Soldier  team  development 

5.  Technical  and  tactical  proficiency 

6.  Decision  making 

7.  Planning 
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8.  U««  of  ava11ab1«  ayatama  (tachnology) 

9.  Profatalonal  athica*^ 

Major  Qanaral  (Rat)  Smith,  a  rati  rad  Air  Porca 
off 1 car  who  aarvad  aa  Commandant  of  tha  National  War 
Collaga,  whara  ha  taught  a  numbar  of  laadarahip  couraas, 
wrota  tha  book  Taking  Charoa.  Zn  hia  book  ha  outlinad 
twanty  fundamantala  that  form  tha  baaia  of  laadarahip.  Hia 
twanty  fundamantala  ancompaaaad  tha  following  baaic 
qualitiaa  of  laadarahip: 

1.  Truat.  Laadara  muat  truat  thair  aubordinataa. 
Truat  and  mutual  raapact  go  hand  in  hand  and 
contribute  to  battar  parformanca  and  graatar 
morala. 

Taach .  A  laadar  muat  taach  akiHa,  ahara 
inaighta  and  axpariancaa,  rind  work  cloaaly  with 
paopla  to  ha1p  tham  to  matura  and  ba  craativa. 
By  teaching,  leaders  inapira,  motivate,  and 
influence  othara. 

3.  Faci 1 itata.  A  laadar  should  rarely  ba  a 
problem  solver;  rather,  a  leader  should 
facilitate  problem  solving.  It  builds 
salf-astaam  and  enhances  the  subordinate's 
ability  to  do  better. 

4.  Commun i cate .  A  leader  rrust  be  a  good  writer, 
speaker,  and  listener. 

5.  Manage  Time.  Leaders  must  work  smarter,  not 
harder,  and  must  know  when  to  say  "no." 

8.  Intuitive.  Leaders  should  trust  their 
intuition  and  be  spontaneous. 

7.  Tough .  Leaders  must  ba  willing  to  remove 
people  for  cause. 

8.  Care.  Leaders  must  take  care  of  their  people. 

9.  Vision.  Leaders  must  provide  vision.  They 
must  plan,  set  goals,  and  provide  strategic 
vision  to  provide  direction  for  their 
organizations. 

10.  Selfless.  Leaders  have  to  subvert  their  strong 
personal  ambition  to  the  goals  of  the  unit  that 
they  lead. 

11.  Agenda  Setters.  Leaders  must  know  how  to  run 
meetings. 

12.  Dec i a i on-mak i ng .  Leaders  must  understand  the 
decision-making  and  implementation  processes. 


13.  vialbla.  L*ad«r«  must  bs  visib1«  and 
approachabla. 

14.  Humor.  Laadara  ahould  hava  a  aanaa  of  humor. 

15.  Daeialva.  Laadara  muat  ba  daciaiva,  but 
patiantly  daciaiva. 

16 •  intrinaic.  Laadara  ahould  ba  introapactiva. 

17.  Ral iabla.  Laadara  ahould  ba  firmly  committadi 
providing  atability  and  atrangth  to 
organizationa. 

18.  Qoan-mindad.  Laadara  ahould  ba  intaraatad  in 
haaring  naw  pointa  of  viaw  and  aagar  to  daal 
with  naw  iaauaa. 

19.  Sat  tha  axamala.  Laadara  ahould  aatabliah  and 
maintain  high  atandarda  of  dignity. 

30.  Intaaritv.  Laadara  ahould  axuda  intagrity.  Of 
all  tha  qualitiaa  a  laadar  muat  hava,  intagrity 
ia  tha  moat  important.*' 


Viaionary  Laadarahio; _ Ttlf  gflttaQtiSl  Qual-lAltS 

Aa  tha  litaratura  raviaw  waa  conductad  to  idantify 
and  analyza  tha  qualitiaa  nacaaaary  for  tha  viaionary 
leader,  it  became  quite  obvioue  that,  like  the  definition 
of  viaion,  there  are  many  different  perapectivea  on  which 
leaderahip  qualitiaa  are  eaaential. 


Review  of  Civilian  Literature 
Warren  Bennie,  author  of  Laadara  and  On  Becoming  A 
Leader .  and  Burt  Nanua,  after  two  yeara  of  atudying 
leaderahip  theoriea  and  interviewing  over  ninety  leadera, 
concluded  that  nothing  aervea  an  organization  better 
during  timea  of  increased  complexity  and  constant  changes 
than  visionary  leadership.  This  leadership  "knows  what  it 
wants,  communicates  those  intentions,  positions  itself 
correctly,  and  empowers  its  work  force."** 


B«nnl8  and  Nanua  Idantiflad  four  atrataglaa  that 
wara  arnbodlad  In  aach  of  tha  ninaty  laadara  thay  stud i ad. 
Tha  firat  atratagy  waa  attantion  through  vlalon.  From 
thia  atratagy  thay  daducad  aavaral  aaaantial  qualitiaa 
naadad  In  vlalonary  laadara.  Thay  naadad:  (1 )  to  hava  a 
viaion;  (2)  poMar  to  uaa  and  communicata  thair  viaion;  and 
(3)  to  ba  abla  to  aaaaaa  thamaalvaa,  thair  amployaaa,  and 
thair  organization  aa  a  whola.** 

Attantion  through  viaion  raquiraa  powar:  "tha  basic 
anargy  to  initiata  and  auatain  action  tranalating  intantion 
into  raa1ity.“><  Tha*  laadar  ampowara  subordinatas  to 
ganarata  a  aansa  of  maaning  in  thair  work  and  align  tham 
with  tha  viaion.  Powar  allows  visionary  laadara  to 
affactivaly  mova  organizations  from  currant  to  future 
atataa,  craata  visions  of  potential  opportunities,  and 
instill  commitment  to  change  within  thair  amployaas.^^ 
“Vision  is  tha  commodity  of  leaders,  and  powar  is  their 
currency. "*• 

Bannis  and  Nanus  also  concluded  that  all  thair 
leaders  embodied  three  other  strategies.  Each  of  these 
strategies  also  surfaced  essential  qualities  expected  for 
visionary  leaders.  The  strategies  were;  meaning  through 
communication;  trust  through  positioning;  and  deployment  of 
self  through  positive  self-regard.*^  Without 
communication  nothing  can  ba  realized  and  tha  vision 
becomes  meaningless  and  ineffective.**  Positive 


••lf-r«gard  ia  ralatad  to  maturity,  but  thay  cal  lad  it 
"amotional  wiadom.”** 

John  W.  Qardnar,  author  of  Qn  Laadarahic.  aarvad  aa 
an  officar  in  tha  U.8.  Marina  Corpa  during  World  War  IZ  and 
haa  baan  a  diractor  of  a  numbar  of  corporationa,  including 
Shall  Oil  Company,  Amarican  Airlinaa,  and  Tima,  Inc.>o 
Ha  dafinad  auccaaaful  viaionary  laadara  aa  thoaa  laadara 
who  liva  thair  viaiona  and  do  not  haaitata  to  roll  up  thair 
alaavaa,  gat  involvad,  and  undaratand  tha  nuta  and  bo1ta  of 
thair  organizationa.’ ^ 

Qardnar  contandad  that  viaionary  laadara  muat  hava 
tha  ability  to:  (1)  think  long  tarm  and  undaratand  how 
thair  viaion  fita  into  tha  big  pictura,  (2)  motivata  people 
to  taka  action  and  gat  involvad  with  tha  viaion,  and  (3) 
aift  through  tha  clutter  and  confuaion  of  aituations  to 
determine  future  outcomaa.’^  Qardnar  daacribad  viaionary 
laadara  aa  thoaa  with  wi adorn,  with  the  ability  and 
aanaitivity  to  deal  with  tha  currents  of  change  and 
emerging  tranda,  and  with  the  wit  and  courage  to  act;  and 
as  those  who  are  open  minded  and  good  listeners.^^ 

In  his  book,  Vi  a  1  onar  y  JLaader  sh  i  o .  Burt  Nanus 
contended  that  there  are  four  essential  qualities  required 
of  the  visionary  leader.  The  leader  must  be  a  great 
synthesizer,  a  spokesperson  for  the  vision,  a  change  agent 
for  the  vision,  and  a  coach  for  the  vision.  He  argued  that 
none  of  these  can  be  done  separately  if  the  vision  is 


going  to  bo  fully  implomontod.  Hit  formula  for  vioionary 
loadorahip  laid  out  tho  rolationahipa  as  follows: 

1.  VISION  >  COMMUNICATION  «  SHARED  PURPOSE 

2.  SHARED  PURPOSE  EMPOWERED  PEOPLE  •••  APPROPRIATE 

ORGANIZATIONAL  CHANGES  *  STRATEGIC  THINKING  x 
SUCCESSFUL  VISIONARY  LEADERSHIPS « 

Nanus  atatsd  that  ths  most  important  quality  for 
visionary  Isadora  is  thsir  ability  to  form  and  implsmsnt 
visions  for  thsir  units.  Hs  argusd  that  ths  boat 
indicator  for  such  a  skill  is  a  “ditmonstratsd  rscord  of 
auccsasfully  taking  chargs  and  pointing  ths  way  in  aoms 
othsr  sotting. Whsn  looking  for  a  visionary  Isadsr, 
Nanus  rscommsndsd  looking  for  “poop la  who  appear  to  some 
as  intslligsnt  misfita^  idiosyncratic  and  aslf^moti vatsd , 
but  who  have  ths  curiosity,  drive,  and  ambition  to  want  to 
change  the  world. "*• 

Nanus  argued  that  visionary  leaders  must  balance 
within  four  dimensions:  the  present  and  future  and  the 
external  and  internal  environments.  The  leader  is  at  the 
canter  of  these  four  dimensions,  balancing  the 
responsibilities  of  being  a  spokesperson,  coach,  direction 
setter,  and  change  agent. (See  figure  5.) 

Finally,  Nanus  made  some  suggestions  to  help  the 
prudent  visionary  leader  act  on  his  or  her  qualities: 

1.  Don’t  do  it  alone. 

2.  Don’t  be  overly  idealistic. 

3.  Reduce  the  possibility  of  unpleasant  surprises. 

4.  Watch  out  for  organizational  inertia. 

5.  Don’t  be  too  preoccupied  with  the  bottom  line. 

6.  Be  flexible  and  patient  in  implementing  the 
vision. 


7.  Ntvttr  g«t  complftCttnt.>> 

Marshal  Saahkin,  a  aanior  aaaociata  of  tha  Offica  of 
Educational  Rasaarch  and  Imprcvamant,  U.S.  Dapartmant  of 
Education,  daacribad  visionary  laadars  in  his  articia, 

"Trua  Vision  in  Laadarship,"  as: 

Effactiva  laadars  (that)  hava  tha  cognitiva 
ability  to  craata  vlalona,  undarstand  tha  Kay 
situational  characteristics  that  must  ba 
incorporatad  into  thair  visions,  and  ara 
bahaviorally  capabla  of  carrying  out  tha  actions 
naadad  to  turn  visions  into  raality.** 

Similar  to  tha  Army’s  four  factors  of  laadarship  in  PM 

22-100.  his  thaory  for  visionary  laadarship  had  throa 

factors:  tha  laadar,  tha  laadar’s  bahavior,  and  tha 

situation.  Ha  incor,:orated  tha  Army’s  fourth  factor, 

communications,  within  tha  arsa  of  tha  Isadar's 

bahavior 

Sashkin  focusad  on  tha  combination  of  thesa  areas 
bacausa  ha  baliavad  that  visionary  laadars  must  have  a 
daap,  basic  awaranass  of  kay  situational  factors  to  allow 
them  to  dictate  what  laadarship  approach  to  taka  and  what 
actions  are  required.  He  argued  that  visionary  leadership 
required  leaders  to  be  capable  of:  (1)  developing 
long-range  visions  for  their  organizations,  (2)  knowing  and 
understanding  tha  kay  elements  of  vision,  and 
(3)  communicating  thair  visions  in  ways  that  compel  people 
to  take  ownership  in  the  vision  and  help  make  it 
happen.*  ’ 
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visionary  Isadsrship,  according  to  Saahkin,  rsquirsa 
four  distinct  thinking  skills  by  ths  Isadsr:  (1)  ths 
ability  to  sxprsas  ths  vision;  (2)  ths  ability  to  maks  ths 
vision  clsar  in  tsrms  of  its  rsquirsd  action,  staps,  and 
aims;  (3)  ths  ability  to  sxtsnd  ths  vision— implsmsnting  it 
in  a  varisty  of  situations;  and  (4)  ths  ability  to  sxpand 
ths  vision*-- applying  it  in  many  diffsrsnt  Mays  in  a  wids 
rangs  of  circumatancss.^* 

Sashkin  also  argusd  that  charisma  is  a  Isadsrship 
quality  nscsasary  for  visionary  Isadora.  Hs  statsd  that 
"charisma  is  not  psrsonal  magic;  it  is  ths  rssult  of 
sffsctivs  bshaviors  ths  Isadsr  sngagss  in  to  communicats 
his  or  hsr  vision. "<*  Hs  idsntifisd  fivs  charismatic 
bshaviors  of  visionary  Isadora. 

Ths  first  charismatic  bshavior,  focusing  othsr 
psopis’s  attsntion  on  ksy  issuss,  hslps  psopls  grasp, 
understand,  and  bscoms  committsd  to  ths  Isadsr 's  vision. 

Ths  second  bshavior,  communicating  sffectivsly,  means 
visionary  Isadora  listen  for  understanding,  rephrase  to 
clarify,  and  give  constructive  feedback.  Ths  third 
charismatic  bshavior  centered  on  ths  importance  of  people’s 
consistency  and  trustworthiness.  People  in  ths 
organization  may  not  always  agree  with  the  leader,  but  they 
can  "trust  him  to  mean  what  he  said  and  say  what  hs  means: 
he  would  not  shift  positions  with  every  shift  in  the 
political  winds. 
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Saahkin'a  fourth  typa  of  charismatic  behavior  was 
displaying  rsapact  for  self  and  others.  Leaders  must  start 
with  self  respect  in  order  to  truly  care  for  others  around 
them.  Visionary  leaders  are  self-assured  and  confident  in 
their  own  abilities.  However,  a  key  point  Sashkin  made  was 
“This  sense  of  self-respect,  of  confidence  in  one’s  self 
and  one's  abilities,  comes  across  not  just  in  the  leader’s 
attitude  about  himself.  It  also  shows  in  how  he  treats 
others. This  behavior  can  result  in  the  leader’s 
vision  being  shared  by  the  organization  because  people  feel 
good  about  themselves  and  the  organization.  They  want  to 
move  in  the  direction  of  their  leader. 

The  last  charismatic  behavior  involved  leaders 
taking  calculated  risks  and  standing  firm  on  their 
decisions  by  making  a  commitment  to  these  risks.  Visionary 
leaders  do  not  have  time  to  back  track  on  their  actirns  or 
fluctuate  on  their  decisions.  Leaders  must  dedicate  their 
efforts  towards  focusing  on  their  goals.  More  importantly, 
leaders  "build  opportunities  into  their  risks  for  others  to 
buy  in,  to  take  the  risks  with  the  leaders  and  share  in  the 
effort  and  the  rewards. 

In  "Vision:  The  Leadership  Difference,"  Slise  Brown 
documented  an  interview  conducted  with  Warren  Bennis. 

Ourinpy  the  interview  Bennis  stated  that  visionary  leaders 
must  have  positive  self-regard  and  ha  discussed  three 
critical  qualities: 
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Th«y  Know  thoir  strongths.  When  askod  about 
tha1r  atrangths  and  waaknaaaaa,  thay  tand  to 
downplay  the  waaknaaaaa  and  articulata  their 
atrangtha.  (Sacondly)  Thay  nurtura  and  develop 
their  talanta  from  a  fairly  young  age.  (Thirdly) 
Parhapa  moat  Important,  thay  can  diacarn  what  the 
organization  needa  and  what  they  can  provide. 

Brown  summarized  the  leaderahip  qualities  of 
visionary  laadara  Into  four  key  areas.  First,  they  have  an 
Intensity  of  vision  which  solicits  attention  and  gains 
commitment  from  other  people.  Secondly,  they  are  able  to 
communicate  their  agendas  and  goals  In  a  meaningful, 
consistent,  and  powerful  way.  Thirdly,  thay  have 
unshakable  convictions  In  their  goals  and  beliefs,  building 
trust  within  the  organization.  Lastly,  they  have  positive 
self-regard  and  value  their  own  self-worth,  causing 
self-esteem  to  become  contagious  throughout  the 
organization. 

In  Thriving  on  Chaos.  Tom  Peters  stated  that  leaders 
with  vision  must:  (1)  look  at  their  prior  experiences,  (2) 
make  lists  and  write  Ideas  down,  (3)  talk  with  people  from 
other  walks  of  life,  (4)  participate  In  the  organization, 

(5)  be  good  listeners  (because  visions  are  seldom 
original),  and  (8)  live  their  vision.  Living  the  vision 
means  formal  declaration,  preaching  and  teaching,  and  It 
means  pure  emotion.  Peters  said,  "The  vision  lives  in  the 
Intensity  of  the  leader,  an  Intensity  that  In  Itself  draws 
In  others. 
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Jim  Kouz«t  and  Barry  Poanar,  in  Tha  Laadarahip 
Challanaa.  praaantad  thair  find Inga  on  aaaantia!  laadarahip 
charaetariatica  baaad  on  numaroua  invaatigationa  and 
aurvaya  (mora  than  6900  managart  aurvayad  with  ovar  225 
valuaa,  traita.  and  cha'actariatica  idantifiad).  Tha  top 
four  raaponaaa  for  charaetariatica  that  aubordinataa  wanted 
to  aaa  in  thair  aupariora  wara  integrity  (or  honaaty), 
compatanca,  forward** looking,  and  inapiring.** 

Kouzaa  and  Poanar  concluded  thaaa  top  four 
charaetariatica,  taken  collactivaly,  compriaa  a  leader  that 
ia  credible.  They  diacovarad  mora  than  anything  that 
followara  wanted  laadara  they  could  believe  in.  visionary 
leaders  look  forward  to  the  future •  and  they  possess  in 
their  minds  the  visions  and  ideals  of  what  can  be.  They 
have  a  positive  attitude  about  the  future,  and  they 
passionately  believe  that  people  make  tha  difference.’^ 
Another  important  conclusion  made  by  Kouzes  and 
Posner  in  respoct  to  these  leadership  characteristics  was 
that  the  “leadership  practice  of  inspiring  a  common  vision 
involves  being  forward-looking  and  inspiring. "**  The 
process  of  modelling  the  way  requires  leaders  to  clarify 
their  sat  of  values  and  be  an  example  of  those  values  to 
the  people  who  surround  them.  Subordinates  trust  leaders 
when  their  words  match  their  deads.  Trust  is  one  of  the 
major  elements  that  enables  others  to  act.  Leaders  who 
trust  their  subordinates  foster  mutual  trust  in  return. 


T 


Doing  so  loavos  aubordinataa  with  tha  parcaption  that  thair 
laadar  ia  Juat,  fair,  and  aincara.'* 

■Htllti.g,  llttriturt 

Tha  Army 'a  aanior  laadarahip  doctrina,  FM  22-103. 
praaantad  aavaral  charactariatica  raquirad  of  viaionary 
iaadara.  Thay  muat  taaoh,  coach,  ancouraga,  cara,  ba 
tacihnically  and  tactically  compatant,  and  train 
aubordinataa  to  ba  tha  aama.  PM 22r1Q3  statad  that  "To 
maka  aanaa  out  of  tha  aaaming  chaoa  and  form  thair  vision, 
aanior  laadara  and  commandars  must  posaasa  cartain 
attributaa  and  parapactivaa  and  adhara  to  spacific 
laadarahip  imparativaa. "■*  Attributaa,  parapactivaa, 
and  imparativaa  ralata  in  aavaral  ways  to  tha  laadarahip 
qualitiaa  axpactad  of  viaionary  laadara  for  tha  Army. 

First  of  all,  tha  attributaa  raquirad  of  aanior 
laadara  ara:  (1)  thay  must  ba  standard  baarara 
(astabl ishing  an  athical  framawork  for  tha  organization); 

(2)  thay  muat  ba  davalopara  (whan  taaching,  training,  or 
coaching);  and  (3)  thay  muat  ba  multi talanted  integrators 
(astabl iahing  the  conditions  for  focusing  the  activities  of 
units  and  soldiers). 

Secondly,  senior  leaders  must  possess  we 1 1 -developed 
perspectives  that  ara  founded  on  appropriate  knowledge. 

These  parapactivaa  "provide  aanior  laadara  and  commanders 
with  tha  personal  confidence  to  know  that  tha  vision  is 
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correct  or  need*  changing  to  conform  with  the 
situation. "0^  PM  22-1Q3  aaparataa  thasa  parapactivaa 
into  three  areas:  historical,  operational,  and 
organizational.  Prom  a  historical  perepective  leaders  muet 
read,  study,  and  know  history  to  give  them  a  core  of 
background  knowledge.  The  result  is  a  flow  of  "certainty 
of  purpose,  moral  strength,  analytical  skills,  and  calmness 
in  the  face  of  uncertainty  as  they  form  and  refine  their 
vision  of  what  must  be  done."** 

The  operational  perspective  of  the  leader  "develops 
from  current  knowledge  of  doctrine,  constant  study  of  the 
art  of  war,  and  total  familiarity  with  the  capabilities  of 
men  and  machines."**  Leaders  that  understand  and  know 
operations  deeply  are  "able  to  arouse  units  and  men  through 
the  vision  to  be  bold  and  aggressive  in  the  pursuit  of 
excellence  and  victory."*® 

The  last  perepective,  organizational  perspective, 
takes  the  senior  leader  to  the  soldier-level  of  the 
organization.  For  the  leader  this  means  studying  soldiers, 
knowing  the  capabilities  and  limitations  of  both  the  unit 
and  the  soldiers,  and  it  means  being  involved.  Personal 
involvement  means  caring  for  soldiers,  developing  cohesion 
and  teamwork,  and  empowering  their  vision  throughout  the 
entire  organization. *^ 

Having  the  proper  attributes  and  perspective  is  not 
enough.  Senior  leaders’  "vision  of  what  needs  to  happen 


mult  contain  impiritivi  for  focuiing  action.”**  Thiy 
aniuri  thair  viaiona  include  prbviaiona  for  providing  (1) 
purpoaa,  (2)  direction,  and  (3)  motivation  to  their  unite 
and  aoldiera,  aa  required  by  FM  1QQ-B.** 

The  imperative  of  purpoee  meane  providing  the 
organization  with  a  reaaon  to  focue  on  the  future  and 
continue  operatione.  It  ie  an  ability  to  underatand  what 
ia  required  of  the  organization,  and  depende  on  the  ability 
of  the  leader  to  communicate  hie  intent,  or  vieion.  It 
require!  the  leader  to  be  capable  of:  (1)  establishing 
tasks,  (2)  building  harmony  and  trust,  (3)  focusing 
soldiers  and  the  unit  on  the  tasks,  (4)  trusting 
subordinates,  and  (6)  providing  a  climate  that  encourages 
people  to  freely  seek  opportunities  to  improve  and  commit 
themselves  to  the  organization.*^ 

The  imperative  of  direction  requires  the  leader  to 
chart  a  course  for  the  organization  by  setting  goals  and 
standards.  Leaders  must  promote  values ^  develop  teams, 
ensure  discipline,  and  train  the  organization.  "Without 
purpose  and  direction  in  combination,  no  vision  is 
complete,  and  communication  of  the  intent  is  Inexact  at 
best."** 

The  last  imperative  is  motivation.  It  is  essential 
that  subordinates  know  not  only  why  and  what  must  be  dona, 
but  that  they  have  the  will  to  perform.  Motivation 
provides  subordinates  the  will  to  achieve  the  desired  goals 


of  tho  leador  and  tha  organization,  avan  undar  tha  woraa  of 
circumatancaa  and  conditiona.  Tha  laadar  muat  ba  abla  to 
motivata  individuals  to  parform  aa  a  taam  and  act  on  tha 
vision. •• 

Llautanant  Colonal  Harbart  F.  Harback,  In  "Tha 
Thraat  to  Stratagic  Laadarahlp,”  atatad  that  tha 
charactariatica  of  tha  visionary  laadar  ara  axparlanca, 
wisdom,  taamwork,  and  mantorshlp.  Tha  kay  to  laadarahlp 
davalopmant  is  tha  intaraction  with  othar  axparlancad 
laadars.  This  allows  wisdom  to  ba  sharad  by  In tag rating 
Taasons  laarnad  from  past  axparlancas  Into  currant 
situations.  Harback  arguad  that  "Whan  this  ability  Is 
combi nad  with  tha  ability  to  projaot  bayond  currant 
constraints  into  a  distant  horizon,  tha  basis  of 
‘visionary’  mantorlng. . . Is  formad."*^  Ha  draw  a  diract 
corralatlon  betwaan  mantorshlp  and  visionary  Isadership. 
Without  mantorshlp,  Harback  says  wa  "risk  tha  loss  of  the 
Army’s  visionary  process  davalopmant  at  both  the  direct  and 
Indirect  leadership  levels. 

In  "Translating  Vision  Into  Reality:  Tha  Role  of 
tha  Stratagic  Laadar"  Colonal  Richard  Hackay,  Sr,  arguad 
that  tha  discriminator  batwaan  successful  strategic  laadars 
and  their  contemporaries  was  their  axparlanca  base.  As 
laadars  progress  to  positions  of  greater  responsibility, 
the  tasks  Involved  become  more  complex.  Qraatar  complexity 
resulting  from  a  rapid  rate  of  change.  Thera  are  more 


vari«b1««  for  tho  1oad«r  to  contand  with,  and  thara  ia 
Ineraaaing  uncartainty  in  tha  outcomaa  of  avanta.  UnliKa 
othar  authora,  Mackay  arguad  that  thia  comp laxity  calls  for 
visionary  laadars  to  poaaaaa  a  aubatantial  problam-aolving 
abi 1 ity.** 

Liautanant  Colonal  Archibald  V.  Arnold  III  in 
"Stratagic  Viaioning:  What  it  ia  and  How  it’s  Dona" 
idantifiad  many  compatanciaa  raquirad  of  stratagic 
viaionariaa.  Ha  catagorizad  tham  in  tha  BE-KNOW-OO  format: 

BE  -  Opan  mindad,  unconatrainad  by  convantion. 

**  Logical. 

Effactiva  communicators  with  a11  aorta  of 
madia. 

-  Broadly  axpariancad. 

**  Smart  anough  to  synthasiza  d1  versa  concepts 
into  coherent  and  whole  vision. 

KNOW  -  History. 

-  People. 

>  Tha  DOO,  JCS,  Army  long  range  planning 
systems. 

-  A  good  idea  whan  ha  seas  one. 

-  Tha  visions  of  higher  authorities. 

DO  -  Listen  to  even  the  most  outrageous  and 
radical  ideas. 

-  Nurture  tha  strange  people  that  have  these 

ideas. 

-  Build  consensus. 

-  Sell  the  vision.^® 

Arnold  also  discussed  the  visionary  leader  in  terms 
of  being  a  genius.  He  agreed  that  some  of  the  vary  best 
visions  are  quite  often  simple,  intrinsically  energizing 
and  memorable;  and  they  usually  result  in  long-term, 
successful  performance  by  the  organization.  However,  some 
visionary  leaders,  he  argued,  possess  the  element  of 


g«niu«,  a  spaclal  ability  to  aynthaaiza  that  may  dapand  on 
tha  inta11actua1  capacity  to  ao1va  complax  problama. 
Accordingly,  ha  concludad  that  “both  a  raaaonably  high 
laval  of  intalliganca  and  tha  ability  to  think  logically 
and  flaxibly  ara  aaaantial  to  viaionary  ganiua."7i 

Colonal  Claudia  J.  Kannady,  in  har  individual  atudy 
on  “Stratagic  Viaion:  A  Laadar  and  a  Procaaa,'*  atatad  tha 
attributaa  of  tha  viaionary  laadar  aa:  aalf-conf idanca, 
risk-taking,  parcaiving,  innovating,  intalliganca,  powar, 
focua,  balanca,  timing,  and  raframing  tha  problam.  Har 
idantif ication  of  tha  critical  attributaa  for  visionary 
laadara  wara  similar  to  othar  authors.  Howavar,  tha 
attributa  of  balanca  was  a  naw  addition  that  daaarvas 
furthar  clarification.  Sha  dafinad  balanca  as  tha  laadar’s 
capability  to  racogniza  tha  importance  of  other  people’s 
canters  of  gravity.  It  is  tha  laadar’s  ability  to 
establish  a  flexible  vision  that  can  survive  changes  in  the 
short  term,  yet  not  damage  tha  long-term  view.  It  is 
recognizing  opposing  viewpoints  and  arguments.  “Balance 
gives  tha  laadar’s  vision  credibility  because  it 
accommodates  othar  competing  views,  thereby  enlarging  the 
constituency  for  the  laadar’s  vision."^* 

Raview_Qf General  Officer  Speeches 
During  a  presentation  to  tha  Command  and  General 
Staff  Collage,  General  Franks,  Commander  of  tha  U.S. 


Army’s  Training  and  Ooetrina  Command,  mada  rafaranca  to  tha 
charactarlatica  of  visionary  laadars.  Ha  cnilsd  thssa 
charactarlstica  "mattara  of  tha  mind  and  mattars  of  tha 
haart.'"^*  Mattara  of  tha  mind  rafarrad  to  laadars  who 
hava  Intallactual  focus  and  ara  abla  to  ahapa  tha  Army 'a 
aducatlon,  training,  and  doctrina  for  tha  future.  Thay 
understand  tha  thraada  of  hlatory.  ara  comfortabla  with 
ambiguity,  ara  abla  to  handle  situations  of  a  rapidly 
changing  wcrld,  and  look  to  tha  future. 

He  referred  to  mattere  of  tha  heart  as  those 
characteristics  of  the  leader  that  sustain  us:  focus, 
dedication,  competence,  toughness,  and  selflessness. 

Leaders  with  these  kinds  of  characteristics  ara  self 
assured  and  know  what  the  nation  trusts  them  to  be.  They 
feel;  they  act;  they  understand;  they  do  not  second-guess 
themselves;  and  they  make  tough  declslons.^^ 

General  (Ret)  Maxwell  Thurman,  1n  a  presentation  to 
the  Command  and  General  Staff  College  In  October  1992, 
described  the  visionary  leader  as  one  who  Inculcates  a 
sense  of  confidence  that  he  Is  on  top  of  things,  knows 
where  the  organization  Is  going,  and  knows  where  he  wants 
it  to  go.  He  also  stated  that  the  visionary  leader  allows 
subordinates  to  align  their  own  sense  of  purpose  and  direct 
their  loyalty  and  commitment  to  the  organization,  which  is 
essential  for  building  organization-wide  consensus. 


Q«n«r«l  Thurman  Umltad  tha  stratagic  laadar  or 
visionary  laadar  to  poaltiona  of  raaponsibi 1 ity  raquiring 
thraa  or  four  star  ganaral  officara  or  chiaf  axacutiva 
officars.  Thaaa  laadara,  ha  contandad,  ara  hald 
accountabla  by  tha  institution  for  tha  output  of  thair 
organizations  and  gatting  thair  organizations  to  follow 
along  with  tham  in  a  common  diraction.  Ha  statad  that 
stratagic  laadars  ara  rasponaibla  for  promulgating 
stratagic  viaions  of  whara  thair  organizations  ara  going 
and  what  thay  might  look  lika  in  tha  naxt  10  to  20  yaara. 
Stratagic  laadars  must  ba  abla  to  daal  with  graatar 
uncartainty,  a  largar  numbar  of  variablas,  graatar  rata  of 
changa,  and  a  high  dagraa  of  intardapandanca.  Tha 
stratagic  laadar  is  also  rasponsibla  for  craating  an 
institutional  cultura  and  for  articulating  and 
institutionalizing  a  sat  of  valuas. 

Ganaral  Thurman  catagorizad  valuas  into  thraa  areas: 
soldiar  valuas,  institutional  valuas,  and  oparating  values. 
Thay  include  tha  following  characteristics: 

Sfllllffr 

>  discipline  and  stamina 

-  skill 

-  loyalty 

-  duty 

-  courage 

I  nit  .1  Ay  t  Val  yti : 

-  commi tment-“patr1oti8m 

-  competence — technical  and  tactical 

-  candor — honesty  and  fidelity 

-  courage— moral  and  physical 


. (Whit  ,w,i ,,awi,.  loldltri) ; 

-  mutual  truati  confidanca,  and  ral lability 

-  fairnaaa  and  Juatica 

-  opannaaa  with  fraadom  from  faar 

-  raapact  and  dignity 

-  challanging  work 

-  compatant  laadara 

-  opportunity  to  work  to  full  capacity^* 

aunmiry 

Tha  raviaw  of  litaratura  provad  that  a  aignificant 
amount  of  matarial,  both  military  and  civilian,  on  tha 
concapta  of  viaion  and  viaionary  laadarahip  was  avai labia. 
Mora  importantly,  though,  it  ra inf oread  tha  fact  that  thara 
ara  both  aharad  and  variad  parapactivas  about:  (i)  tha 
dafinition  of  viaion;  (2)  tha  qualitiaa  aaaantial  for 
viaionary  laadarahip,  and  (3)  tha  applicability  of  these 
concapta  for  tha  Army. 

Tha  raviaw  focused  on  tha  davalopmant  and  usage  of 
tha  concept  of  vision  in  tha  Army,  tha  many  definitions  of 
vision,  and  laadarahip  qualities.  This  focus  confirmed 
that  tha  Army  has  increasingly  adopted  the  concept  of 
vision  in  its  doctrine,  but  it  lacks  a  solid  dafinition  and 
consistent  usage. 

Additionally,  tha  raviaw  of  leadership  qualities 
from  a  baseline  perspective  provided  the  required 
foundation  from  which  to  develop  tha  essential  leadership 
qualities  for  visionary  leadership.  Tha  most  significant 
point  surfaced  about  leadership  qualities  was  the  support 
by  civilian  literature  for  visionary  leadership  at  all 


l«v«1a  of  th«  orQanIzatlon,  wh«r«aa  Army  doctrina  Umitad 
It  to  sanlor  laadara. 
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CHAPTER  THREE 


RESEARCH  HETHODOLOQY 

Af  .Jttllt-PXOblJUP 

This  rssssrch  proposss  to  anslyzs  ths  spscific 
Isadsrship  qualitiaa  aaaantial  for  Army  officars  to  provide 
visionary  leadership. 


Subarofalimi 

The  first  subproblem  was  to  identify  the  concept  of 
vision  in  ths  Army  by  examining  the  development  and  usage 
of  this  concept  in  official  publications. 

The  second  subproblem  was  to  discuss  the  various 
definitions  of  vision. 

The  third  subproblem  was  to  use  the  many  definitions 
of  vision  to  discover  the  leadership  qualities  associated 
with  this  concept. 

The  fourth  subproblem  was  to  further  identify 
leadership  qualities  demanded  of  Army  officers  and  to 
analyze  those  specific  qualities  essential  to  visionary 
leadership. 


MtfehQdolQfly  UAtd 

Th«  rvotaroh  methodology  used  for  this  study  mss 
primsrily  descriptive  In  nsture.  Resesrch  conducted 

focused  on:  (1)  Army  doctrine;  (2)  1esdersh1p  articles, 
moncgrsphs,  and  study  projects  written  by  military 
officers;  (3)  leadership  articles  arid  books  written  by  both 
military  and  civilian  leadership  experts;  (4)  brisfings, 
speeches,  and  Interviews  on  leadership  topics;  and  (5) 
historical  case  studies  of  both  past  and  present  leaders. 

Additionally,  as  part  of  my  methodology  for  this 
study  I  developed  four  charts  and  two  models  to  serve  as 
conceptual  summaries  and  analysis  of  thn  material  and  Ideas 
presented  In  the  research. 

The  first  chart  developed  supports  subproblem  two 
and  lays  out  the  components  of  vision,  as  dsfined  in  the 
literature  used  for  the  study.  It  serves  as  an 
organizational  tool  for  presenting  a  consolidated  list  of 
the  data  collected  for  definitions  of  vision.  The  chart 
depicts  the  components  of  vision  In  two  major  categories: 
what  a  vision  must  be  and  what  a  vision  must  do.  The 
research  material  was  divided  Into  four  major  areas: 
military  manuals,  military  related  literature,  general 
officer  (G/0)  briefings  and  speeches,  and  civilian 
literature.  An  "x"  Identifies  the  source  where  the 
associated  component  of  vision  was  found.  (See  figure  1). 


Th«  ramaining  charttt  davalopad,  (naa  figuraa  2»A 
|;be],  2.B  [KNOW],  2.C  [00]),  aupport  aubproblama  thraa  and 
four.  Idantif Icatlon  and  analyala  of  baaic  and  aaaantial 
laadarahip  qualitiaa.  Thaaa  oharta  wara  atruoturad  uaing 
tha  Army *8  "BE- KNOW- 00"  fratnawork.  and  provida  a 
ponaol idation  of  tha  data  collactad.  Thara  ara  thraa 
oharta  that  conatruct  thia  framawork. 

Tha  laadarahip  qualitiaa  praaantad  In  PM  22-100  wara 
uaad  to  aatabllah  tha  baaallna  for  aach  of  tha  charts. 
Qualitiaa  ara  praaantad  using  "main  quail tias"  (for 
Inetanca,  charactar)  and  "aubaat  qualitiaa"  (for  Inatanca, 
datarmlnatlon) .  Qualitiaa,  both  main  and  aubaat,  not 
addraaaad  In  FM  22-100.  but  found  In  othar  aourcas  wara 
addad  to  tha  chart.  A  danotaa  additional  qualitiaa 
found  In  ona  or  a  combination  of  tha  following  rafarancaa: 
FM  22-103.  military  ralatad  lltaratura,  ganaral  officar 
briafings  or  apaachas,  and  civilian  litaratura.  Eaaantial 
qualitiaa  for  visionary  laadarahip  ara  annotatad  with  an 
astarisk  on  tha  charts.  An  analysis  of  these  qualities  is 
in  Chapter  Four. 

Tha  first  modal  developed  attempts  to  conceptualize 
vision  with  respect  to  leadership  qualities  given  time, 
experience,  and  rank  or  position  of  responsibility.  It  was 
developed  baaed  on  my  interpretation  of  the  research 
material.  This  study  did  not  attampt  to  prove  this  model. 


r«th«r  provide  a  suggeated  tool  for  further  reaearch.  (aee 
figure  3. ) 

The  aecond  model  developed  focuaea  on  the  vlalonary 
leader.  It  la  a  ayntheala  of  the  Army’a  four  factora  of 
leaderahip  model  from  FM  22-100  and  Burt  Nanua*  leaderahip 
rolea  model  from  Vlalonary  Leaderahip.  (See  figurea  4  and 
6,  reapecti vely. )  The  propoaed  model  placea  the  leader  In 
the  center,  balancing  the  leaderahip  rolea,  and  placea  the 
led  In  all  four  quadrants.  (See  figure  6) 

The  essence  of  the  methodology  used  for  this  study 
was  to  (1)  look  for  common  Ideas  and  conclusions  about 
vision  and  visionary  leadership;  (2)  to  uncover  those  areas 
of  visionary  leadership  that  the  civilian  sector  has 
studied  that  are  applicable  to  the  Army,  and  could  assist 
the  Army  in  continuing  to  develop  the  concept  and;  (3)  to 
Identify  parallels  between  the  military  and  civilian 
literature. 


P.stfl  Needed 

The  data  needed  for  subproblem  one  was 
(1)  identifying  the  first  Introduction  of  the  concept  of 
vision  In  Army  doctrine,  (2)  tracking  the  subsequent 
development  and  use  of  the  concept  of  vision  in  the  Army’s 
current  doctrine,  and  (3)  reviewing  the  Army’s  doctrine 
that  is  under  revision  to  determine  if  or  how  the  Army 
plans  to  implement  the  concept  of  vision. 


Por  tubproblam  two  th«  data  naadad  waa 

(1)  datarmininp  tha  Army 'a  dafinition  for  viaion, 

(2)  col  looting  tha  varioua  dafinitiona  of  viaion  found  in 
civilian  litaratura,  (3)  idantifying  and  aaparating  all  tha 
componanta  of  viaion,  (4)  aatabliahing  why  viaion  ia  an 
important  concapt  in  aociaty,  and  (5)  aatabliahing  why 
viaion  ia  an  important  concapt  in  tha  Army. 

Tha  data  naadad  for  aubproblam  thraa  waa 
idantif ication  of  tha  baaic  laadarahip  quail tiaa  axpactad 
of  Army  off 1 cars.  Thia  data  waa  naadad  for  aatabliahing  a 
baaalina  or  fouhdation  to  build  on  for  aubproblam  four. 
Subproblam  four  raquirad  data  that  idantifiad  tha  aaaantial 
laadarahip  quail tiaa  nacaaaary  for  laadara  to  provide 
via ionary  laadarahip. 

Maana  of  Col  1 act i no  tha  Data 

Tha  data  for  all  aubproblama  cama  from  a  combination 
of  tha  following  araaa:  Tha  Combinad  Arma  Raaaarch  Library 
(CARL),  intarlibrary  loana,  and  personal  libraries  of 
professional  literature  from  friends  and  contemporaries. 

Tha  data  researched  and  analyzed  came  from  one  of 
the  following  military  or  civilian  sources:  monographs, 
study  projects,  theses,  dissertations,  books,  articles, 
leadership  studies  and  surveys,  briefings,  speeches, 
interviews,  vision  statements,  command  philosophies, 
military  school  curriculum,  and  interviews. 


Tf  Atmant/ Anal  via  of  t\nm  Data 

For  aubproblam  ona  I  ravlaMad  tha  data  found  from 
both  tha  military  and  civilian  raaourcaa  in  ordar  to  form 
an  audit  trail  of  tha  riaa  of  tha  concapt  of  vlalon  In  tha 
military.  During  this  procaaa  X  focuaad  on  how  tha  concapt 
of  vlalon  waa  Incorporatad  into  tha  Army 'a  doctrina. 

Tha  raaaarch  apannad  OpirjJ&iQnt.  tha 

Army ’a  Kayatona  doctrina  to  PM  25-100.  Training  tha  Forca. 
It  waa  aaaantlal  to  analyza  tha  data  within  numaroua  Army 
Piald  Manuala  to:  (1)  provida  an  audit  trail  of  tha  concept 
of  vision  in  Army  doctrina;  (2)  look  for  Inconsi stand as 
within  tha  Army’s  doctrina  on  tha  concapt  of  vision; 

(3)  datarmina  at  what  levels  of  command  tha  Army 
Incorporated  tha  concapt  of  vision;  (4)  datarmina  where  tha 
Army  needs  more  clarification  on  tha  concapt  of  vision;  and 
(6)  datarmina  how  further  research  on  tha  concept  of  vision 
from  tha  civilian  experts  can  be  incorporatad  into  the 
Army’s  doctrina. 

For  aubproblam  two  it  was  necessary  to:  (1) 
datarmina  If  tha  Army  had  a  definition  for  vision;  (2)  if 
tha  Army  did  have  a  definition  for  vision,  datarmina  if  it 
was  consistent  throughout  tha  doctrina,  and  If  It  was  a 
good  definition;  and  (3)  if  a  definition  of  vision  was 
determined  to  be  needed,  develop  a  definition  by  analyzing 
numerous  definitions  found  in  military  and  civilian 
literature.  As  previously  noted,  there  were  so  many 


components  of  vision  presented  throughout  the  literature 
that  it  waa  neoeaeary  to  develop  a  chart.  The  chart  waa 
useful  for  analyzing  the  similarities  and  differencea  in 
the  data.  (See  figure  1;  analyaie  of  the  data  it  in 
Chapter  Pour.) 

The  data  for  aubproblema  three  and  four  on  the 
various  leadership  qualities  presented  in  the  literature 
were  analyzed  to  develop  the  eaaential  leadership  qualities 
neoeaeary  for  visionary  leadership.  Again,  a  chart  waa 
developed  that  lays  out  the  qualities  identified  by  the 
various  authors.  (See  figures  2. A,  2.B,  and  2.C;  see 
Chapter  Pour  for  further  analysis  of  qualities  identified.) 


CHAPTER  FOUR 


ANALYSIS 

As  quickly  ••  th«  military  concapt  of  vision  has 
risan  and  found  Its  way  Into  aavaral  Army  publications  In 
Just  tha  past  six  yaara,  It  could  diaappaar  Just  as  quickly 
without  propar  attention.  Numaroua  art Id as,  study 
projacta,  and  monographs  written  by  Army  off 1  cars  hava 
analyzed  tha  concapta  of  vlalon  and  visionary  leadership, 
and  how  wall  it  has  or  has  not  bean  incorporated  into  the 
Army. 

To  understand  the  concepts  of  vision  and  visionary 
leadership  it  is  necessary  to  analyze  leadership 
qualities.  First,  the  baseline  leadership  qualities  must 
be  established  and  analyzed.  From  the  analysis  of  the 
baseline  qualities,  coupled  with  the  concept  of  vision,  the 
essential  qualities  for  visionary  leadership  can  be 
developed  and  analyzed. 

Vision  and  Visionary  Leadership  for  Army  Doctrine 

Army  Perspective 

Soon  after  FM  22-103  was  published  In  1987, 
Lieutenant  General  (Ret)  Walter  F.  Ulmer,  Jr. ,  argued  in 
his  article  “The  Army’s  New  Senior  Leadership  Doctrine" 
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that  sanlor  laadara  uaa  thair  viaion  to  influanca  tha 
organization,  but  thair  ability  to  do  ao  rallaa  haavlly  on 
tha  conditlona  of  command  cllmata.  Ha  waa  critical  of 
22-103  and  tha  abaanca  of  thia  Important  ralatlonahip 
batMaan  viaion  and  command  cUmataJ  Ha  a1ao  arguad  1n 
hi  a  artlda  that  PM  22-103  la  long  on  praaanting  viaion  aa 
an  Idaal,  but  ahort  on  giving  Ita  Army  officara  tha 
"how-to’a"  for  Implamanting  thair  viaion.* 

Howavar,  Qanaral  Ulmar  did  find  tha  chaptar 
"Implamanting  tha  Viaion"  In  FM  22-103  to  ba  a  "mainstay  of 
axacutiva  laadarahip,  and  tha  concapt  la  axplorad  In  enough 
depth  to  ganarata  Interest."*  Ha  auggaatad  that 
diacusalona  need  to  focus  on  "such  nacasaary  techniques  aa 
pan<etratlng  tha  echelona  of  tha  organization,  measuring 
progress  in  implementing  the  vision,  and  reinforcing  shared 
organizational  values. More  attention  must  ba  given  to 
the  "how-to's,  since  it  is  not  understanding  the  ideal  but 
knowing  how  to  move  toward  it  that  separates  tha  effective 
climate-builders  from  the  well-meaning  others."* 

Colonel  Mackey  also  analyzed  FM  22-103.  Like 
General  (Rat)  Ulmar,  he  arguad  that  FM  22-103  did  not 
"clearly  and  simply  describe  vision  and  its  attributes."* 

He  concluded  that  because  of  tha  lack  of  clarity,  we  are 
forced  to  look  elsewhere  to  gain  the  understanding.^ 

Again,  this  sends  a  clear  message  that  the  Army  has 
inadequately  adapted  the  concept  of  vision  in  its  doctrine. 
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Trtlninfl,  ^ht  forcii*  «tat«d  that  sanlor 
laadara  muat  ba  paraonally  involvad  with  tha  training  of 
thair  organ izationa,  and  that  thay  must  davalop  and 
communicata  a  claar  viaion  that  "providaa  tha  diraction, 

I 

purpoaa,  and  motivation  nacaaaary  to  prapara  individuals 
and  organizations  to  win  in  war.'**  A  claar  viaion  must 
ba  undaratood  by  organizations.  Therafora,  it  must  ba 
basad  on  both  tha  laadara*  and  thair  subordinatas*  thorough 
undaratanding  of  "mission,  doctrina,  and  history;  anamy 
capabi 1 itias;  organizational  strengths  and  weaknassas;  and 
training  anvironmant. "• 

Tha  lack  of  "how-to’s"  in  tha  Army's  manuals  spreads 
over  into  tha  professional  davalopmant  of  leaders,  as 
wall.  Lieutenant  Colonel  Harback  presented  tha  argument 
that  leaders  with  vision  are  critical  to  tha  long-term 
influence  of  the  organization,  specifically  within  tha 
Army.  Ha  addressed  tha  Army’s  leader  davalopmant  program 
as  the  source  of  ensuring  we  do  not  lose  this  process  in 
the  Army.  He  focused  on  solid  leader  development. 

He  argued  that  the  three  component  pillars  of  leader 
development — formal  institutional  training,  operational 
assignments  and  salf-devalopment— are  not  sufficient  in  and 
of  themselves.  They  are  short-term  oriented  while  the  key 
to  leader  davalopmant  is  that  it  is  critical  to  long-term 
concerns.  The  three  pillars  do  not  address  tha  development 


of  loadorthip  boyond  th«  tactical  and  technical 
oompatanciaa.  Ha  atatad  tha  following: 

Proficiancy  ia  critical,  but  thara  muat  ba 
room  for  tha  unique  davalopmantal  naada  of  future 
at ratagic- level  leaders — tha  fourth  pillar  .  .  . 

Today 'a  daciaion  makara  may  recognize  tha 
difference  between  operational  and  strategic 
focus,  but  not  so  clear  is  tha  long-term 
davalopmantal  process  that  allows  for  tha 
formulation  and  execution  of  strategic  vision.  Zn 
short,  tha  ability  to  provide  visionary  leadership 
takes  years  to  develop  and  involves  the  passage 
through  various  experience-enriching  programs  that 
are  easy  cost-saving  targets.  Our  strategic- level 
leaders  in  Desert  Storm  were  the  product  of  this 
career  long  process. 

Harback  stressed  that  the  Army  misses  tha  boat  if  it 

waits  until  a  person  matures  in  age  and  experience  before 

focusing  on  strategic  development.  Expanding  leader 

development  to  include  strategic  (visionary)  leadership 

development  as  a  fourth  pillar  would: 

...nurture  intellectual  expansion,  experience 
exploration,  risk  underwriting  and  long-term 
mentorship— al  1  hard  to  quantify,  yet  critical  to 
the  strategic  aspects  of  leadership  development. 
Strategic  leadership  does  not  exclude  the  other 
three  pillars,  it  complements  them.  It  is  the 
center  post,  mors  vital  than  any  of  them  and  upon 
which  our  Army’s  future  ultimately  depends... To 
wait  until  an  officer  reaches  the  War  College  and 
has  20-plu8  years  of  service  to  start  to  identify 
and  act  upon  strategic  leadership  development  is 
a  failure  to  recognize  the  progressive  complexity 
of  leadership.^ '' 

Harback  concluded  with  some  firm  recommendations  to 
keep  the  Army  focused  on  the  importance  of  developing 
visionary,  strategic  leaders  that  can  and  will  influence 
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thtt  Army  of  the  futuro.  f^ocommondations  partinant  to  this 
study: 

1.  Oafina  atratagic  laadarship  In  the  Army  and 
Idantify  whara  atratagic  laadarship  dava'iopment 
takaa  place. 

2.  Bring  Into  alignment  the  roles  that  basic  and 
advanced  courses,  CAS(3),  US  Army  Command  and 
General  Staff  Collage,  civil  schooling  and 
Senior  service  school  play  as  the  formal 
education  portion  of  leadership  development. 

3.  Sort  out  the  Army  leadership  development 
proponent  and  speak  with  one  voice. 

4.  Relook  the  officer  evaluation  system  In  light 
.  of  how  It  provides  to  developing  visionary 

leaders  the  positive  encouragement  to  be  bold 
and  take  risks  that  will  stretch  one’s 
leadership  abilities. 

5.  Develop  a  feedback  system  that  checks  and 
protects  the  process  from  future  restructuring 
impacts. <  * 

In  terms  of  leader  development  for  the  visionary  or 
strategic  leader,  Colonel  Mackey  provided  the  following 
argument: 

Recent  personal  experience  supports  the  fact 
that  the  Army  War  College  Is  the  first  attempt, 
within  the  Institutional  setting,  to  bring  about 
the  transition  to  the  strategic  level  of  leader¬ 
ship,  both  In  understanding  and  orientation. 

Waiting  until  an  Individual  Is  selected  to  attend 
the  Army  War  College  Is  not  the  time  to  begin  the 
transition  process.  It  must  be  a  continuous  effort 
that  recognizes  the  most  gifted  and  nurtures  them 
within  the  Army  as  an  Institution.’* 

Colonel  Mackey  also  stressed  the  Importance  of 
continuous  efforts  towards  nurturing  and  educating  Army 
officers  to  prepare  them  for  the  demands  of  strategic  level 
leadership.’ 4  Consequently,  It  requires  the  Army  to 
address  In  Its  doctrine  and  leader  development  system  the 
qualities  expected  of  visionary  leaders. 
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Sanlor  Lavis.  ia  undar  ravialon  by  tha  Cantar  for  Army 
Laadarahip,  Port  Laavanworth,  Kanaaa.  Vision  continuaa  to 
ba  an  Important  concapt  incorporatad  in  tha  manual ,  and 
propar  focus  ia  baing  givan  to  it  in  tha  naw  adition. 

Fiald  Manual  100-5.  Qparationa.  ia  undar  reviaion. 
Unfortunataly ,  tha  concapt  of  viaion,  for  a11  practical 
purpoaaa,  ia  not  addraaaad  in  tha  propoaad  draft.  Since  FM 
100-5  ia  tha  Army’s  kayatona  warfighting  doctrine  and 
foundation  for  a1 1  other  Army  doctrine,  the  abaance  of 
viaion  in  its  pages  is  unfortunate.  It  ia  hoped  that  the 
lack  of  emphasis  on  vision  in  the  new  FM  100-5  is  not  an 
indication  of  its  demise.  It  ia  certainly  a  valid  concern. 

At  this  point  tha  Army  would  serve  itself  well  to 
pay  close  attention  to  the  research  and  analysis  of  the 
concepts  of  vision  and  visionary  leadership  conducted  by 
experts  in  tha  civilian  arena. 

Further  Analysis  Based  on  a  Civilian  Perspective 
In  many  respects  tha  Army  has  adopted  most  of  its 
currant  doctrine  on  tha  concepts  of  vision  and  visionary 
leadership  from  tha  civilian  sector.  However,  there  is 
still  a  tremendous  amount  of  research  and  analysis  out 
there  that  can  be  applied  to  the  Army’s  current  leadership 
needs.  The  following  analysis  of  the  concepts  of  vision 
and  visionary  leadership  is  provided  for  possible 
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con8ld«r«t1on  for  indoctrination  into  the  Arm/ *8  manuals. 
Specific  conclusions  and  recommendations  on  this  analysis 
are  in  Chapter  Five. 

Burt  Nanus  emphasized  the  importance  of 
we  1 1  ■'designed  training  and  development  programs  to  enhance 
leaders'  vision-forming  skills.  This  could  be  done  by 
putting  people  in  positions  where  they  could  observe  other 
visionary  leaders.  He  stated  the  importance  of  mentorship 
for  developing  future  visionary  leaders.  Another  approach 
he  recommended  was  studying  the  visions  of  great  leaders 
and  analyzing  case  studies. 

Nanus  stressed  not  only  the  need  for  developing 
visionary  leaders,  but  for  increasing  the  number  of 
visionary  leaders  at  all  levels  within  the  organization. 

He  recommended  encouraging  all  of  them  "to  articulate 
visions  worthy  of  their  commitment  and  the  organization’s 
confidence.  Applaud  their  initiative  and  tolerate  their 
mistakes. > 

Tom  Peters  echoed  similar  concerns  and  argued  that 
vision  is  the  essence  of  the  organization,  and  unless  given 
proper  attention  and  clarification,  it  will  become  nothing 
more  than  a  fad  in  businesc  circles.  He  stated  that  there 
is  no  leadership  topic  more  important  than  "visioning,"  and 
it  is  essential  for  energizing  and  guiding  the 
organization.  Leaders  must  know  "how  to"  communicate  their 
vision.  ’  • 
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Army  doctrln*  falls  to  addrass  viaion  in  any  of  ita 
manual!  ba1ow  tha  division  1ava1.  It  doaa  not  avan  addrass 
it  whan  rafarring  to  san lor- lava!  laadarship  in  FM  22-100. 
diract  varsus  indiract  laadarship.  FM  22-100  statad  that 
at  tha  sanior  1ava1,  laadars  oparata  by  influancing 
indiractly  through  layars  of  larga  units.  Tha  way  in  which 
sanior  laadars  influanca  or  should  influanca  is  through 
thair  vision.  By  omitting  this  from  FM  22-1QQ  tha  Army 
fails  to  communicata  to  Junior  laadars  tha  importanca  of 
vision. 

Visionary  laadarship,  according  to  Burt  Nanus,  is 
not  limitad  to  particular  positions  or  lavals  of 
rasponsibi 1 ity.  Ha  contends  that  it  does  not  matter  if  you 
hold  a  position  at  tha  vary  top  of  tha  organization  or  if 
you  worK  in  tha  mail  room.  All  that  matters  is  that  tha 
“organization  you  lead  has  soma  identifiable  boundaries 
within  which  it  is  free  to  oparata,  spma  resources  at  its 
disposal,  and  some  people  in  it  whose  efforts  you  are 
axpactad  to  lead."'^ 

Nanus  stated  that  not  only  is  vision  possible,  but 
it  is  necessary  wherever  leaders  have  control  of  resources, 
have  responsibilities  for  some  amount  of  activities,  and 
are  mandated  by  soma  higher  organization.  “Visionary 
leaders  at  any  level  taka  ownership  of  their  units  by 
forming  and  committing  to  a  meaningful  vision”  and  that 
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vision  should  bs  consistsnt  with  ths  ovsrsH  vision  of  ths 

I 

orflsnlzation 


Ths  Osfinition  of  Vision 
£M  DJxIftlQn  QfiftCAllaOA.  dsfinsd  ths 

commsndsr's  vision  ss  his  psrsonsl  concspt  of  what  ths 
division  must  bs  capabis  of  doing  by  soms  futurs  point.  FM 
TJ-r_iaQ  also  statsd  ths  following  sbout  ths  commandsr’s 
vision: 


No  cohsrsrt  battls  is  possibls  without  a 
vision  of  how  it  should  concluds.  Ths  division 
commandsr  transmits  his  vision  through  his 
intsnt.  Rut  vision,  as  it  appliss  to  a 
particular  battls  or  mission,  goss  beyond  ths 
concspt.  It  sneompassss  ths  immsdiats  as  wsll  as 
futurs  battlss  or  svsnts.  This  vision  bscomss 
his  concspt  of  opsration  and  rsprsssnts  ths 
ssssnes  of  command.  It  is  ths  msans  by  which  ths 
division  commandsr  Infusss  his  will  among  his 
subordinatss.  Ths  vision  sstablishss  focus  for 
actions  and  guidancs  dssignsd  to  dsfsat  an  snsmy 
fores  in  an  sxtsndsd  arsa...by  ths  arrangsmsnt  of 
a  ssriss  of  sngagsmsnts  and  battlss  in  tims  and 
spacs. '  * 

IB^P.Qg,,.  PflfPPhlf^  52g-lQ0-1 1  Lsadership  and  Command  on 
ths  Battlsfisld.  dsfinsd  vision  as  ths  commandsr’s  intent. 
It  is  that  which  "must  bs  impartsd  to,  ovsrlaid  on,  and 
absorbsd  by  ths  organization  so  that  the  organization  can 
achieve  its  mission. Ths  vision  must  bs  based  on 
standards,  and  it  must  provide  guidance,  set  limits,  and 
empower  energy  to  ths  unit  for  carrying  out  missions  in 
combat . * ’ 


Ll«ut«nant  Co1on«1  Arnold  difforantiatad  batwaan 
vision  and  atratagic  vision  by  using  Bannia*  dafinition  of 

vision  from  iJUlBUi:  "Vi  si  on  is  tha  military  laadar's 

\ 

mantal  pictura  of  tha  dasirbd  charactari sties  of  tha 
organization  ha  or  sha  commands  at  soma  point  in  tha 
futura."**  Ha  aquatad  thia  typa  of  vision  with  tha 
Army’s  dafinition  for  tha  coiranandar's  intant  or  philosophy 
of  command,  that  typa  of  vision  that  most  war  col  lags 
studants  hava  axpariancad. 

Stratagic  vision,  Arnold  arguad,  is  diffsrsnt  than 
tha  vision  daacribad  by  Bannia.  It  is  diffarant  in  terms 
of  tha  time line  and  the  laadars  for  which  it  is 
applicable.  Stratagic  vision,  as  a  rule  of  thumb,  focuses 
10  to  20  years  into  tha  future;  a  reasonable  limit  that 
fits  into  the  timelines  for  the  Army's  research  and 
development  programs.  It  is  "the  executive  level  or  four 
star  military  leader's  view  of  the  desired  future 
characteristics  of  his/her  organization  within  some  distant 
and  likely  political,  social,  technological,  environmental, 
and  military  context. I  would  argue  that  strategic 
vision  is  not  really  "different"  or  a  separate  entity. 
Rather,  it  is  just  simply  larger,  more  encompassing.  It 
requires  a  larger  focus  by  the  leader  by  virtue  of  the 
expanse  of  the  strategic  leader’s  realm  of  responsibility. 

Colonel  MacKey  defined  vision  as  a  mental  image  in 
the  mind  of  the  commander  that  must  be  clearly  communicated 


«nd  •atily  undaratood  ao  that  It  ganarataa  axcitamant, 
appeals  to  the  put,  and  craataa  energy  and  commitment.  It 
should  describe  a  desirable  future  state  that  establishes 
or  reinforces  the  values  of  the  group. 

Colonel  Kennedy  defined  vision  as  the  foundation 
from  which  "objectives  would  be  developed  to  link  the 
vision  to  concepts,  leading  to  plans,  programs,  and 
actions. She  stressed  the  importance  of  not  confusing 
visioning  with  planning,  stating  that  "nothing  wastes  more 
time  than  trying  to  apply  planning  for  what  requires 
vision;  and  nothing  is  leas  effective  than  being  visionary 
when  plans  are  needed."**  Additionally,  "vision  does  not 
seek  to  maximize  certainty  because  it  does  not,  as  does 
planning,  attempt  to  project  a  continuum  from  the  present 
to  the  future."** 

General  William  Pagonis,  who  led  the  40,000  men  and 
women  who  ran  the  theater  logistics  for  the  Persian  Gulf 
War,  stated  in  "The  Work  of  a  Leader"  that  a  leader  must  be 
able  to  shape  the  vision.  "Simple  is  better,  since 
delegation  depends  on  a  shared  understanding  of  the 
organi zationa!  goal."**  He  recommended  visions  be  coined 
in  short  sentences,  capturing  the  aim  of  the  organization, 
and  then  disseminated  throughout  the  organization.** 

General  Pagonis  also  believed  that  vision  must  be 
defined  by  the  leader,  but  subordinates  must  define  the 


obJ«ctiv««  that  craata  tha  building  blocka  for  tha  viaion 
to  ba  raalizad.’o 

Patara  mada  aavaral  kay  points  in  rafaranca  to  tha 
dafinition  of  viaion: 

1.  Inspiring  visions  raraly  induda  numbara. 

Rathar  than  numbara,  it  is  quality,  bast 
sarvica,  bast  ralations,  widast  aalaction,  ate. 

2.  Visions  bring  about  a  confidanca  on  tha  part  of 
tha  amployaas,  a  confidanca  that  instil  lad  in 
tham  a  baliaf  that  thay  wars  capabla  of 
parforming  tha  nacassary  acts. 

3.  Visions  ara  paradoxical  in  that  thay  ara 
stabla— focusing  on  superior  quality  and 
sarvica — and  dynamic — undarscoring  tha  constant 
improvamant  and  constant  try>adjust~fai 1 
cydas. 

4.  Visions  must  act  as  a  compass  in  a  wild  and 
stormy  saa  and,  lika  a  compass,  it  losses  its 
value  if  it’s  not  adjusted  to  taka  account  of 
its  surroundings. 

5.  Tha  controls  for  visions  ara  not  a  lot  of 
reviews  and  meetings,  it  is  understanding  the 
basic  concept  and  philosophy  of  tha  company. 

6.  To  turn  tha  vision  into  a  beacon,  leaders  at 
all  levels  must  model  behavior  consistent  with 
tha  viaion  at  all  times. 

7.  Trust  is  a  kay  factor.  Trust  implies 
accountability,  predictability,  reliability. 

6.  The  first  task  of  vision  is  to  call  forth  the 
best  from  the  organization’s  own  people. 

9.  Visions  are  as  much  about  tha  past  as  they  are 
about  the  future. 

10.  The  most  effective  visions  draw  upon  enduring 
themes  to  make  us  feel  more  confident  about 
stepping  out  in  new  directions  to  deal  with  a 
brave  new  world. 

11.  A  vision  is  concise,  encompassing,  a  picture  of 
sustaining  excellence  in  a  major  market. 

Kouzes  and  Posner  defined  vision  as  the  force  that 
invents  the  future.  It  is  a  desire  to  make  something 
happen  in  the  future,  to  change  the  way  things  are 
currently  being  done, to  create  something  new  and  unique. 
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Th«y  stated,  “A  parson  with  no  followars  ia  not  a  laadar, 
and  paopla  will  not  bacoma  followars  until  thay  accapt  a 
vision  as  thair  own.">*  Thay  furthar  diacusaad  tha 
dafinition  of  viaion  by  dascribing  its  maaning: 

Wa  prafar  to  uaa  tha  tarm  vision. . .bacausa  it 
ia  tha  most  daacriptiva  tarm  for  tha  ability  that 
laadara  diacusaad  with  us.  Wa  prafar  viaion  ... 
bacausa  it  ia  a  "saa"  word.  It  avokaa  imagas  and 
picturaa.  Visual  mataphora  ara  vary  common  whan 
wa  ara  talking  about  tha  long  ranga  plans  of  an 
organization. . .vision  suggasta  a  futura 
oriantation — a  vision  ia  an  imaga  of  tha  futura... 
viaion  connotaa  a  standard  of  axes 1  lanes,  an 
idaal.  It  impliaa  a  choica  of  valuas...it  also 
has  tha  quality  of  uniquanasa.’* 

A  kay  point  that  Kouzaa  and  Poanar  addraaaad  in 

thair  dafinition  of  viaion  was  tha  ralationship  of  a 

laadar’a  vision  to  a  apacific  tima  pariod.  In  this  respect 

tha  laader'a  vision  ia  a  point  on  tha  horizon  that  will  be 

reached  at  soma  futura  data,  it  ia  a  statement  of  what  will 

be  created  years  or  decades  ahead.  However,  different 

tasks  require  different  lengths  of  tima  to  complete,  and 

tima  spans  vary  depending  on  tha  leader's  position.  As  a 

rule  of  thumb  thay  believed  that  leaders’  vision  should 

look  three  to  five  years  into  the  future.* ♦ 

Marshall  Sashkin  defined  visions  as  varying 

infinitely  in  tha  specifics  of  thair  content.  Regardless 

of  thair  variances,  however,  he  stated  that  there  are  three 

basic  alamants  that  must  be  present  for  any  vision  to  have 

a  substantial  affect  on  an  organization.  Vision  must 

address  change,  incorporate  goals,  and  focus  on  people. 
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Only  through  p«op^«  can  m  vialon  bacomo  raal .  vision 
cannot  rsmain  an  idaa  of  aolaly  tha  laadar  bacausa  if  tha 
"laadar’a  proparty  is  not  OMnad  by  tha  organization’s 
mambars,  it  cannot  auccaad.”** 

In  “Stratagic  Vision  and  Strangth  of  Will: 
Imparativaa  for  Thaatar  Command”  Major  Mitchall  Zais  arguad 
that  atratagic  vision  is  ona  of  two  assantia!  laadarahip 
qualitias  for  tha  moat  aanior  commandars.  Ha  dafinad 
atratagic  viaion  aa  that  “which  anablas  tha  commandar  to 
Judga  tha  trua  natura  of  tha  war  ha  is  fighting  and  to  Vink 
tha  political  goals  of  that  conflict  to  tha  military  maans 
at  his  disposal ...( it  is)  tha  assantial  laval  of  military 
compatanca. ">• 

Analysis  of  tha  Basal ina  Qualitias 
Qanaral  (Rat)  H.  Norman  Schwarzkopf,  Commanding 
Ganaral  for  Oparation  Oasart  Shiald  and  Dasart  Storm,  is 
admirad  as  a  visionary  laadar.  When  he  was  the  commander 
of  the  Army’s  I  Corps  at  Fort  Lewis,  Washington,  General 
Schwarzkopf  not  only  published  his  vision,  he  taught  it, 
and  more  importantly,  he  lived  it.  In  recent  months,  since 
retiring  from  the  Army,  he  has  travelled  throughout  the 
country  conducting  leadership  seminars.  His  seminars 
focused  on  the  leadership  qualities  expected  of  Army 
officers.  Ha  captured  tha  qualitias  and  characteristics  of 
leaders  in  two  categories:  competence  and  character. 


Q«nttr«1  Schwarzkopf  praachea  that  laadarship  and 
managamant  ara  not  tha  aama.  Managara  managa  rasourcaa, 
and  laadara  1aad  paopla.  Ha  dafinad  a  aanior  laadar'a 
charactar  in  tarma  of  athica,  morality,  intagrity,  loading 
by  axampla,  and  having  a  highar  sat  of  standards  and  valuss 
than  tha  common  man.  Laadars  should  liva  abova  tha 
standards  of  conduct  accaptad  by  tha  avaraga  citizan,  and 
accapt  rasponsibi 1 ity  for  thair  own  actions,  as  wall  as 
thair  organizations.  Ha  strassad  that  baing  a  laadar  is 
not  always  fun  and  it  is  not  always  aasy,  it  is  a  sari as  of 
paaks  and  vallays.  It  maans  having  passion,  daring  to 
cara,  laughing  and  crying,  taking  charga,  and  doing  what  is 
right.** 

War ran  Bannis,  author  of  On  Bacoming  A  Leader, 
stated  that  leaders  coma  in  every  size,  shape,  and 
disposition.  However,  even  though  they  ara  a11  unique 
there  ara  some  things  they  share  in  common.  He  referred  to 
these  things  as  tha  basic  ingredients  of  leadership. 
Ironically,  the  first  basic  ingredient  he  listed  for 
leadership  was  a  guiding  vision.**  The  Army  must 
continue  to  learn  from  civilian  researchers  tha  importance 
of  vision  as  a  basic  leadership  ingredient. 

Bennis  provided  five  other  basic  ingredients  of 
laadarship:  passion,  Intagrity,  trust,  curiosity,  and 
daring.  Whan  leaders  have  passion  they  love  what  they  do 
and  they  love  doing  it.  Laadars  who  communicate  passion 


givtt  hop*  and  Inspiration  to  othsrs.  Intsprity  haa  thrss 
saaantial  parts:  ss1f>know1sdga,  candor,  and  maturity. 
Trust  is  ths  ons  quality  that  cannot  bs  acquirsd.  Trust 
must  bs  sarnsd.  It  is  given  by  pssrs  and  followers,  and 
ths  leader  cannot  function  without  it.  Leaders  must  be 
curious  and  daring.  They  must  wonder  about  everything  that 
goes  on  around  them,  be  willing  to  take  risks  and  try  new 
challenges,  and  not  worry  about  errors.  Leadsrs  should 
embrace  mistakes  and  learn  from  adversity.*^ 

Analysis  of  Essential  Qualities 
Many  believe  that  leadership  competencies  in  general 
have  remained  constant.  Through  years  of  study,  though, 
the  view  of  what  leadership  is,  who  has  it,  how  it  can  be 
developed  has  changed  considerably.  There  has  been  a  shift 
in  what  leadership  is,  how  it  works,  the  way  people  apply 
their  leadership  qualities,  and  which  qualities  are 
perceived  as  more  essential. "Leadership  is  what  gives 
an  organization  its  vision  and  its  ability  to  translate 
that  vision  into  reality."^*  To  do  so  requires  specific 
leadership  qualities.  Visionary  leaders  must:  (1)  have  a 
vision;  (2)  know  how  to  use  power;  (3)  provide  direction 
through  assessment;  (4)  be  effective  communicators; 

(S)  constantly  exercise  self-development;  (6)  demonstrate 
balance,  and  (7)  have  character. 


Lttdtrt  Hutt  -blA^.,i...y.lt.lQP 

Although  this  may  aaam  lika  a  atatamant  of  tha 
obvioua,  having  a  vlaion  Impllaa  aavaral  things.  At  a 
minimum,  it  maana  tha  laadar  has  to  althar  craata  a 
paraona!  vision  or  craata  a  vlaion  baaad  on  tha  naada  and 
dasiraa  of  tha  followara.  Ragardlaaa  of  which  It  la,  thara 
has  to  be  ona.  Why?  It  la  vision  that  craatas  focus  for 
tha  organization.  It  la  what  comps la  and  pulls  paopla 
toward  and  with  tha  laadar  to  soma  point  In  tha 
futura.4*  Laadars  with  vision  ara  abla  to  Instill 
confidanca  In  thair  amployaaa,  challanging  and  teaching 
them.  “Vision  animataa,  Inspirits,  transforms  purpose  into 
action. < 

Tha  leader's  vision  for  tha  future  suggests  a 
maasuramant  of  affactivanass  by  which  tha  Individuals  of 
tha  organization  can  distinguish  between  what  1s  good  and 
bad,  and  what  Is  worthwhile  for  achieving  In  tha  future. 
Mora  importantly,  having  a  shared  vision  makes  It  possible 
to  distribute  decision  making  widely.^*  This  Is 
particularly  key  for  Army  officers,  as  the  Army  prides 
Itself  on  decentralizing  Its  decision  making.  The  Army 
preaches  making  decisions  at  the  lowest  possible  level. 

A  shared  and  empowering  vision  of  the  future  shapes 
and  directs  Individual  behavior.  Again,  Army  officers, 
regardless  of  rank  or  position,  must  delegate 
responsibility  and  develop  subordinates.  A  shared  vision 


allows  tha  fulfil Imant  of  thaaa  two  vary  important 
raaponaibi 1 itiaa  with  much  graatar  aaaa. 

Kouzas  and  Poanar  atatad  that  visionary  laadars  must 
ba  forward-looking: 

Wa  axpact  our  Isadora  to  hava  a  sansa  of 
diraction  and  a  concarn  for  tha  futura  of  tha 
organization.  This  axpactation  diractly 
corraaponds  to  tha  ability  to  anviaion  tha  futura 
that  Isadora  dascribad  in  thair  paraonal  bast 
caaaa.  But  whathar  wa  call  it  vision,  draam, 
calling,  goal,  or  paraonal  aganda,  tha  massaga  is 
claar:  admirad  Isadora  must  know  whara  thay  are 
going.  It  ia  tha  ability  to  sat  or  aalact  a 
daairabla  daati nation  toward  which  tha 
organization  should  haad.  Tha  vision  of  tha  laadar 
ia  tha  magnatic  north  that  sata  tha  compass  coursa 
of  tha  company. 

With  a  vision,  tha  laadar  providas  tha  organization 
tha  bridga  from  tha  praaant  to  tha  futura.  It  is  central 
to  laadarship  success.  Vision  gives  tha  people  within  the 
organization  a  claar  sense,  of  purpose,  diraction,  and 
desired  futura  state.  Whan  tha  vision  is  shared,  tha 
individuals  are  able  to  establish  thair  own  roles  within 
tha  organization.  Doing  so  empowers  individuals.  They 
gain  a  sansa  of  importance  and  thay  faal  that  thay  can  make 
a  diffaranca.^^  Using  the  vision  to  empower  people 
requires  leaders  to  use  power.  Therefore,  power  becomes 
tha  next  essential  quality  of  a  visionary  leader. 


Laadars  must  have  and  exercise  power,  "the  basic 
energy  to  initiate  and  sustain  action  translating  intention 


into  r«a11ty."**  Without  this  ssssntial  quality  laadars 
cannot  load.  Powar  ancompaasas  tha  quail tiaa  of  compatanca 
and  ampowarmant.4* 

Having  a  vision  is  not  anough.  Laadars  must  ampowar 
thair  paopla  to  undar stand,  usa,  and  liva  tha  vision. 

Jamas  A.  Balasco,  Ph.O.,  author  of  Taachino  tha  Elaohant  to 
Danes:  Tha  Managar*s  Quids  to  Emoowaring  Chanaa.  arguad 
that: 

...an  ampowaring  vision  masts  tha  following  three 
criteria:  a  focus  on  your  strstagic  advantages, 
tha  inspiration  to  deliver  those  advantages 
consistently,  and  clarity  to  be  used  as  a 
daci si on-making  criterion. 

Major  Zais  discussed  tha  transfer  of  vision  down 
through  several  layers  of  military  organization.  Ha  arguad 
that  this  can  only  be  successfully  accomplished  if  the 
commander  “possesses  tha  necessary  strength  of  will  to 
overcome  obstacles  to  tha  transmission  of  his  vision  and  to 
dominate  tha  wills  of  those  who  would  obstruct  its 
attainment ^  Ha  defined  strength  of  will  as  that  which 
enables  tha  commander  to  “impart  his  vision  to  his 
subordinates  and  to  ensure  that  they  adopt  his  vision  as 
thair  own.“s*  Major  Zais  also  arguad  that  “others  might 
suggest  that  communications  skills,  or  charisma,  or  any 
numb  -  of  other  qualities  are  critical.  However,  for  every 
example  one  can  find  a  counter.”*’ 

Lieutenant  Colonel  Arnold  referred  to  the  visionary 
leader’s  ability  to  influence  the  organization  as  that 


of  powor  thet  th«  loader  at  the  top  of  the 
organization  posaeasea.  The  leader  typically  maintaina  a 
command  relationahip  with  the  reat  of  the  organization.  He 
argued  that: 

By  virtue  of  the  power  veated  in  hi  a  [the 
Strategic  Leader]  duty  position,  he  ia  beat  able 
to  influence  the  actiona  of  other  leadera  and 
other  organizations  who  will  necaa8a''ily  influence 
the  implementation  of  the  vision.^* 

Thus,  the  visionary  leader  has  the  power  to  pull  together 

the  resources  to  institutionalize  hia  vision. 

Kouzes  and  Posner  argued  that  loaders  who  know  how 
to  effectively  use  their  power  are  competent.  They  have 
the  abilities  to  challenge,  inspire,  enable,  model,  and 
encourage  their  subordinatea.^s 

Asaeaament 

Bennis  and  Nanua  emphasized  the  importance  of 
visionary  leaders  being  capable  of  assessing  thsmaelvea, 
their  employees,  and  the  organization  as  a  whole.  "There 
is  a  lot  to  learn  about  the  future  from  looking  all  around 
you  at  what  is  happening  right  now.”"'  Assessment  of 
what  is  occurring  in  the  present  "provides  a  first  approxi¬ 
mation  of  the  human,  organizational,  and  material  resources 
out  of  which  the  future  will  be  formed. Visionary 
leaders  pay  attention  to  what  is  going  on,  determine  what 
events  are  important  for  the  future,  set  new  directions, 
and  concentrate  everyone  in  the  organization  on  them. 


K«y  to  correct  and  affectiva  aasaaamant  liaa  in  tha 
intarpratation  of  what  ia  baing  asaaaaad.  Bannia  and  Nanus 
atatad  that  “it  ia  in  tha  intarpratation  of  this 
information  that  tha  raal  art  of  laadarship  Has."®* 

Laadara  must  salact,  organiza,  and  intarprat  information 
about  tha  past,  praaant,  and  futura  in  ordar  to  construct 
viabla  and  cradibla  visions.** 

Communication 

Laadars  communicata  vision  in  various  ways,  both 
varbal  and  nonvarbal .  Tha  affect ivaness  is  dapandant  cn 
tha  laadar  and  tha  situation.  Successful  laadara 
communicata  their  visions  in  such  ways  that  they  inspire 
participation  and  conviction  in  the  achievement  of  the 
vision.** 

A  laadar  may  be  capable  of  creating  great  visions 
for  tha  futura,  and  may  be  a  genius  at  synthesizing  them, 
but  without  successfully  communicating  them  throughout  tha 
organization,  all  is  wasted.  “Laadars  are  only  as  powerful 
as  the  ideas  they  can  communicate."*^  Communication  is 
an  act  of  persuasion,  of  creating  an  enthusiastic  and 
dedicated  commitment  by  the  people  to  tha  vision.** 

There  are  other  qualities  that  the  laadar  must  maximize  tc. 
be  an  effective  communicator:  listening,  acting,  writing, 
thinking,  and  speaking. 
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Th«  visionary  laadar  must  ba  a  auparb,  concarnad 
llatanar.  Tha  laadar  may  not  always  ba  tha  ona  who 
parsonally  concalvad  of  tha  vision  for  an  organization. 
TharaforSi  llatanlng  bacomas  a  critical  quality, 
particularly  to  thosa  advocating  naw  or  diffarent 
diractlons.  Thay  llatan  by  watching,  by  asking,  and  by 
paying  attantlon.**  Laadara  must  ba  good  llstanara 
bacauaa  no  two  minds  ara  tha  aama,  and  listening  to  others 
may  illuminate  aspects  of  thair  vision  that  thay  missed 
themselves.® < 

Tha  secret  to  visionary  leadership  can  be  watching 
an  organization  and  seeing  what  everyone  else  saw,  but 
going  a  little  farther  to  find  something  else  as  well.*® 

It  requires  thinking  deeply  about  tha  organization,  Its 
strengths  and  weaknesses,  Its  current  direction,  and  Its 
culture,  and  then  developing  a  good  grasp  of  the  changes 
r.a;  re  occurring.  \  visionary  leader  than  assembles  the 
observations  and  reflections,  and  synthesizes  them  Into  a 
vision.®* 

Leaders  must  communicate  their  vision  compulsively. 
The  messages  must  be  consistent  and  omnipresent.  They 
should  use  every  opportunity  to  communicate  their  vision: 
briefings,  meetings,  promotions. ®7  The  Army  provides 
numerous  opportunities  for  leaders  to  communicate  their 
vision:  training  meetings,  staff  calls,  professional 
development  programs,  etc. 


Contiat«ntly  actins  on  tha  vlaion  and  living  tha 
viaion  through  tatting  tha  axampla  it  anuthar  way  tha 
laadar  communicatas.**  Tha  Army  damanda  its  off i cars  sot 
tha  axampla.  Officara  ara  ratad  on  thair  ability  to  do  so. 
Incorporating  vision  into  tha  laadarship  framawork  for  Army 
officars  will  prova  banaficial  in  tha  dovalopmant  of 
officara*  communication  skills. 

Tha  laadar  must  ba  a  ski  Had  spaakar,  tha  chi of 
advocata  and  nagotiator  for  tha  organization  and  its 
vision.  The  laadar  and  tha  vision  becoma  tha  mad i urn  and  tha 
massage  that  express  what  is  “worthwhile,  attractive,  and 
exciting  about  tha  future”  of  tha  organization.** 

Marshall  Sashkin  analyzed  visionary  leadership  as 
the  ability  to: 

...develop  long-range  visions  of  what  his  or  her 
organization  can  and  should  become.  These  visions 
are  usually  detailed  only  in  the  short  range. 

Still,  the  leader  could,  if  pressed,  fill  in 
step-by-step  details  from  beginning  to  end,  though 
the  end  might  be  10,  20,  or  more  years  in  the 
future.  Visionary  leadership  also  means  that  the 
leader  understands  the  key  elements  of  vision, 
what  must  be  included  in  a  vision  if  it  is  to 
direct  the  organization  into  the  future.  Finally, 
it  means  that  the  leader  can  communicate  his  or 
her  visions  in  ways  that  are  compelling,  ways  that 
make  people  want  to  buy  in  to  the  leader’s  vision 
and  help  make  it  happen.^® 

Sashkin  argued  that  vision  cannot  remain  the  idea  of 
only  the  leader.  It  must  be  communicated  tr,  the  people  so 
they  can  take  ownership  and  make  the  vision  raal .  He 
outlined  three  ways  to  make  the  vision  real  by  expressing 
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and  axpl mining  It  through  words  and  actions.  First, 

Isadsrs  should  havs  a  dsar  and  brisf  statsmsnt  of  thsir 
vision.  Ths  statsmsnt  Is  similar  to  an  organizational 
philosophy.  It  must  bs  cisarly  statsd  so  that  svsry  parson 
within  ths  organization  undsrstands  ths  vision  and  can 
sxprsss  It  In  thsir  own  tsrms.^^ 

Secondly ,  a  vision  should  bs  sxprssssd  and 
communicatsd  through  ths  dsvsiopmsnt  of  pollciss,  and 
programs  to  sxscuts  ths  pollciss.  This  commitment  by 
Isadsrs  almost  always  requires  commitment  of  resources. 
While  these  first  two  factors  are  critical,  they  are 
Insufficient  without  the  third  factor,  which  Sashkin  says 
Is  the  deciding  factor:  the  personal  actions  of  the  leader. 
"The  leader  must  communicate  the  vision  In  a  way  that 
reaches  out  to  people,  gripping  them  and  making  them  want 
to  get  Involved  In  carrying  out  the  vision."^* 

According  to  Sashkin,  the  critical  element  of 
communicating  is  listening.  Communicating  effectively 
means  "listening  for  understanding,  rephrasing  to  clarify, 
giving  constructive  feedback,  being  descriptive  and  not 
evaluative,  being  specific  and  not  general,  and  summarizing 
when  appropriate."^* 

Lastly,  Sashkin  argued  that  visioning  requires  four 
distinct  thinking  skills.  The  first  thinking  skill 
required  of  the  leader  is  the  ability  to  express  the 
vision.  In  other  words,  behaving  In  a  way  that  advances 


th«  goal  of  tha  vision.  To  do  this  ths  Issdsr  must 
undsrstsnd  and  bs  sbls  to  psrform  ths  ssqusncs  of  actions 
nscsssary  to  maka  tha  vision  rasl.^^ 

Tha  sacond  thinking  skill  raquirad  is  baing  capsbla 
of  axplsining  tha  vision  to  othars.  Tha  lasdar  must  ba 
abla  to  maka  tha  vision  clasr  in  tarms  of  its  raquirad 
action  staps  and  aims.  Tha  third  skill  is  tha  lasdar 's 
ability  to  axtand  tha  vision.  This  maans  tha  laadar  must 
ba  abla  to  apply  tha  saquanca  of  activitias  to  a  variaty.  of 
situations  to  allow  tha  vision  to  ba  implamantad  in  savaral 
ways  and  pi  aces. Tha  fourth  and  last  thinking  skill 
Sashkin  addrassad  is  expanding  the  vision,  applying  it  in 
many  different  ways  in  a  wide  variaty  of  circumstances. 

Sashkin  argued  that  as  tha  leader’s  responsibility 
increases  and  becomes  more  complex,  these  four  visioning 
skills  become  more  difficult  to  perform.  Most  leaders 
dealing  with  short-range  visions,  one  week  or  even  one 
year,  are  able  to  carry  out  these  skills.  However,  fewer 
leaders  are  able  to  perform  these  skills  over  a  period  of 
one  to  three  years.  More  importantly,  there  are  even  fewer 
leaders  who  can  vision  over  longer  periods  of  time  like 
five  to  ten  years.  Sashkin  says  that  "the  person  who  can 
think  through  a  vision  over  a  time  span  of  10  to  20  years 
is  the  rare,  visionary  leader. "t* 

Leaders  with  vision  must  communicate  effectively 
with  others:  seniors,  peers,  and  subor Ji nates .  However, 
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at  Garald  Parthall  notad  In,  "Who  Wat  Lincoln?,"  it  it 
tqutHy  impo.rtant  that  Ittdart  communicata  with 
thamaalvaa.  Ha  aaid  of  Praaidant  Lincoln: 

Ha  waa  not  ona  to  aaak  i nap i rat ion  in  a  wida 
array  of  aourcaa;  ha  raad  nawapapara,  tha  Bib1a, 
and  tha  Bard  (aapacially  "Macbath,"  "Hamlat"  and 
"Richard  III")  but  aurpriaingly  1itt1a  a1aa  for  a 
man  ravarad  today  aa  an  intallactual  giant.  Whan 
Lincoln  put  on  hit  wira-rimmad  apactaclaa  and 
wrota  apaachaa,  prodamationa  or  1  attar,  ha  waa 
communicating  with  himaalf  aa  much  aa  anyona, 
thinking  with  tha  nib  of  hia  pan,  diacovaring  tha 
path  of  logic.^^ 

Kouzaa  and  Poanar  amphaaizad  that  visions  saan  only 
by  the  leader  will  fail  to  create  movement  within  an 
organization.  They  maintained  that: 

Leaders  must  communicata  their  hopes  and 
dreams  so  that  people  will  clearly  understand  and 
accept  them  as  their  own.  They  show  others  how 
their  values  and  interests  will  be  served  by  the 
long-term  vision  of  the  future.  Leaders  are 
expreseive,  and  they  attract  followers  through 
warmth  and  friendship.’* 

Communicating  the  vision  is  critical  not  only  for 
gaining  the  support  of  the  organization,  but  it  is  also 
essential  so  that  people  can  come  to  see  what  the  leader 
sees.  For  example,  an  assembly  worker  said: 

One  of  the  jobs  of  a  leader  is  to  have  vision. 

But  sometimes,  top  management  sees  an  apple.  When 
it  gets  to  middle  management,  it’s  an  orange.  By 
the  time  it  gets  to  us,  it’s  a  lemon.’* 

Kouzes  and  Posner  argued  the  importance  of  the 
leader  writing  a  short  vision  statement.  They  recommended 
that  leaders  write  their  ideal  and  unique  image  of  the 
future  for  themselves  and  the  organization.  Their 


statamttnt  should  bs  twsnty-fivs  words  or  Isss,  and  thsy 
should  ba  sbls  to  varbaliza  it  to  othara  in  thraa  to  fiva 
minutaa.  Thay  also  racommandad  laadars  put  thair  vision  in 
pictura  form,  if  possibla.  Although  a  laadar's  vision  is 
mors  involvad  than  a  mamorabla  phasa  or  slogan,  thasa  can 
ba  vary  affactiva  in  communicating  thair  vision  bacausa 
thair  simplicity  halps  othars  to  ramambar  tha  focus  for  the 
organization.  Howavar,  slogans  and  phrasas  ara  not 
subatitutas  for  vision  statamants . * ^ 

Anothar  way  for  laadars  to  communicata  thair  visions 
is  to  taach  thair  visions*  Kouzas  and  Posner  cited  Martin 
Luther  King’s  famous  “I  Have  a  Dream"  speech,  and  they  drew 
some  significant  parallels  for  teaching  vision.  Thay  used 
the  following  comments  in  reference  to  hie  speech  to 
demonstrate  how  Martin  Luther  King,  through  his  speech,  was 
teaching  his  vision: 

...it  was  vivid. . .people  could  relate  to  the 
examples ...  his  rafarencea  were  cradi ble. . . he  spoke 
about  traditional  values... ha  appealed  to  common 
beliefs... he  know  his  audience. .. he  included 
everyone .. .he  used  repeti tion. . .he  was  positive 
and  hopeful... he  talked  about  hope  for  the 
future... he  shifted  from  *1’  to  'we ’...he  spoke 
with  emotion  and  passion. 

Leaders  who  successfully  communicate  their  visions 
are  capable  of  influencing  their  organizations  and  gaining 
the  support  of  thair  workers.  Tha  results  of  a  study 
conducted  by  Kouzas  and  Posner  indicated  that: 


...thos«  managtr*  who  fait  that  thair  aanior 
axacutivaa  affactivaly  commun 1 catad  tha  viaion 
raportad  aignlf Icantly  highar  lavala  of:  Job 
aatiafactlon,  dommitmant,  loyalty,  aaprit  da 
corps,  clarity  about  tha  organization’s  valuas, 
prida  in  tha  organization,  organizational 
productivity,  and  ancouragamant  to  ba 
product iva.** 

Liautanant  Colonal  Arnold  daacribad  communicating 
tha  vision  as  aatting  tha  azimuth.  Ha  strassad  tha 
importanca  of  tha  commandar  baing  abla  to  convincingly 
communicata  his  vision  to  highar  haadquartars,  as  wall  as 
to  his  staff  and  subordinata  commandars.  Specifically,  a 
commandar  in  chief  must  ba  capable  of  sailing  his  vision  to 
tha  National  Command  Authority  and  tha  Joint  Chiefs  of 
Staff.**  If  a  commandar  fails  to  effectively  communicate 
his  vision,  ha  potentially  fails  to  recaive  the  commitment 
of  resources  and  funding  required  for  his  organization  for 
tha  long  term. 

Additionally,  Arnold  argued  that  it  is  important 
that  the  cummandar’s  viaion  bo  imbedded  in  the  organization 
through  the  use  of  regulations,  standing  operating 
procedures,  plans,  and  other  written  guides  for  action. 
Through  the  use  of  written  guidance,  the  commander’s  vision 
can  keep  going  even  after  he  rotates  out  of  his 
position.^ 

Bannis  and  Nanus  also  emphasized  the  importance  of 
leaders  communicating  their  vision.  They  maintained  that 
leaders  must  first  "articulate  what  has  previously  remained 


implicit  or  unsaid;  than  thsy  invent  images,  metaphors,  and 
models  thet  provide  a  focus  for  new  attention."**  They 
also  argued  that  "Many  people  have  rich  and  deeply  textured 
agendas,  but  without  communication  nothing  will  be 
realized. 

Bennie  and  Nanus  differentiated  between  influence  by 
managers  versus  leaders:  "Mansgers  are  people  who  do  things 
right  and  leaders  are  people  who  do  the  right  thing. "*7 
They  summarized  the  difference  as  "activities  of  vision  and 
judgment — effectiveness  versus  activities  of  mastering 
routine— efficiency . Visionary  leaders  concern 
themselves  with  the  basic  purpose  and  general  direction  of 
their  organizations,  creating  and  implementing  new  ideas, 
policies,  and  methodologies.  They  communicate  their  vision 
in  such  a  compelling  way  that  they  are  able  to  influence 
and  pull  the  people  within  the  organization  toward 
them . • * 

.at.lf-J3.g.Y,t1.gCmff nt ; _ willingness  to  Constantly  Learn 

Leaders  must  be  perpetual  learners,  as  learning  is 
the  essential  fuel  for  the  leader.  Through  learning 
leaders  become  experts.**  They  must  be  enthusiastic 
learners,  open  to  new  experiences  and  challenges,  and  treat 
mistakes  as  opportunities  for  self-improvement.* ' 

Knowing  and  understanding  the  importance  of  learning 
extends  to  the  responsibility  of  the  leader  to  foster 
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learning  by  axampla.  Bannis  and  Nanua  atatad  that  tha 
"quality  of  foatarlng  organizational  learning  by  example 
may  be  one  of  tha  moat  Important  functlona  of 
laadarahip. ”**  Laadara  Mho  atimulata  learning  serve  as 
role  models.  They  are  laadara  that  others  desire  to 
emulate  bacauaa  they  are  "Innovative,  competent, 
future-oriented,  pragmatic,  open  to  advica,  anthuaiaatic, 
and  commi ttad . ^ 


BfllftPgi  , 

Tha  leadership  quality  of  balance  is  inferred  in  the 
Army’s  model  of  four  factors  of  leadership  in  FM  22-100. 
but  the  model  falls  short  of  accurately  conceptualizing 
it.  The  leader  is  not  shoMn  as  the  center  of  a11  action. 
(See  figure  4.)  Nanus,  however,  more  precisely  emphasized 
the  leadership  quality  of  balance  in  his  model  on  the 
leadership  roles  for  visionary  leaders.  Leaders  have  the 
responsibility  to  balance  four  critical  roles  for  effective 
leadership:  spokesperson,  direction  setter,  change  agent, 
and  coach.  Leaders  must  perform  these  roles  in  four 
different  dimensions:  inside  and  outside  environments, 
present  and  future  domains.  Plotting  these  dimensions  with 
the  four  critical  roles  places  leaders  in  the  very  middle 
balancing  them  all.x  (See  figure  5.)  The  balance 
between  vision  and  action  has  the  power  to  literally  create 
the  future.** 


86 


•  • 


Ba1anc«  ia  a1ao  critical  bacauaa  aach  laadar  it 
uniqualy  diffarant,  aach  having  diffarant  atrangtha  and 
waaKnaaaas.  Thara  art  toma  who  by  virtua  of  thair  strong 
intail act  a1ona  might  ba  auccassful  without  baing  a  good 
listanar,  for  inatanca. 

Balance  ia  also  a  factor  of  how  a  vision  ia 
davalopad  for  an  organization.  It  dapanda  on  whathar  tha 
viaion  for  tha  organization  was  a  rasult  of  an  individual 
or  collactiva  procaas,  or  a  combination  of  both.  Ian 
Wilaon,  a  aanior  managamant  conaultant  with  SRI 
Intarnational ,  wrota  an  axacutiva  summary  on  the  power  of 
strategic  viaion.  Ha  contended  that  vision  could  ba  tha 
product  of  one  individual,  a  group  of  individuals,  or 
both.** 

Wilson  argued  that  a  personal  vision  has  the 
advantage  of  simplicity,  and  promotes  forceful  ness  and 
consistency,  but  it  can  present  problems.  It  is  unusual 
for  a  single  mind  to  possess  all  tha  necessary  insights. 
Therefore,  tha  laadar  would  need  to  have  a  strong  balance 
of  leadership  qualities  that  promoted  understanding, 
consensus,  and  commitment.*^  Whereas  collactiva 
visioning,  ha  argued,  would  require  tha  laadar  to  have  a 
different  balance  of  communication  skills,  to  ensure  that 
consensus  did  not  amarga  from  compromise.** 


Chirifittr 


Kouzts  and  Poanar  concludad  from  thair  atudlaa  that 
charactar  waa  abaolutaly  an  asaantial  quality  for  visionary 
laadarahip.  Subordinataa  want  to  ba  fu11y  confidant  In  the 
Integrity  and  honesty  of  thair  leaders,  and  they  want  to 
sea  It  in  fction.  They  expect  thair  leaders  to  keep  thair 
word,  sat  the  example,  and  stand  on  Important  principles. 
They  directly  related  honesty  to  ethics  and  values. 
According  to  Kouzes  and  Posner,  leaders  who  do  not  exude 
Integrity  lack  confidence  In  their  own  beliefs.** 

Bennis  and  Nanus  concurred,  as  well,  that  character 
Is  an  essential  leadership  quality.  Leaders  must  have 
positive  self-regard;  unconditional  confidence  In  their 
abilities.  Leaders  with  character  create  In  others  a  sense 
of  confidence  and  high  expectations.  Visionary  Isadershlp 
demands  leaders  who  are  mature,  enthusiastic  for  people, 
trust  others,  and  who  do  not  require  constant  approval  and 
recognition  from  others. * 

General  Schwarzkopf  defined  character  as  ethics, 
morality,  and  Integrity.  He  stressed  character  as  an 
essential  quality  by  stating: 

If  you  look  at  the  leadership  failures  around  the 
world  that  have  occurred  In  the  past  100  years,  about 
99.9  percent  of  all  those  failures  have  not  been 
competence.  They’ve  been  failures  of  character.’®’ 

Encompassed  In  the  leadership  quality,  character, 

according  to  General  Schwarzkopf,  Is:  (1)  leading  by 


•xampla;  (2)  axpactlng  to  b«  scrutinizad;  (3)  holding 
onasalf  to  a  highar  sat  of  atandarda  and  valuaa  than  the 
common  man;  (4)  being  respected  by  those  you  lead;  (5) 
accepting  reaponalbl 1 1 ty  for  your  own  actions  and  the 
actions  of  those  you  lead;  (6)  daring  to  be  emotional,  to 
laugh  and  cry,  and  to  have  a  passion  for  your  cause;  and 
(7)  taking  charge  and  doing  what  Is  right. 
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CHAPTER  FIVE 


CONCLUSIONS  AND  RECOMMENDATIONS 

This  study  snd  snslysis  of  ths  concspts  of  vision 
snd  visionary  Isadsrship,  from  both  a  military  and  civilian 
psrspsctivst  validatsd  ths  importancs  of  thsss  concspts  for 
the  Army.  In  the  process,  however,  there  were  many  areas 
of  conern  that  surfaced.  In  this  chapter  I  have  addressed 
these  concerns  with  the  following  conclusions, 
recommendations,  and  considerations  for  further  research. 

Conclusions 

Concept  of  Vision  in  Army  Doctrine 

Analysis  of  the  literature  led  me'to  the  following 
conclusions  with  respect  to  the  Army’s  current  doctrine. 

1.  Although  the  concept  of  vision  is  addressed  in 
the  Army’s  doctrine,  there  is  a  lack  of  a  clear  definition 
for  vision.  The  use  and  definition  of  vision  varies  from 
manual  to  manual.  The  definition  must  be  concise,  and  it 
must  be  consistent  throughout  the  Army’s  doctrine. 

2.  The  concept  of  vision  is  absent  in  Army  manuals 
below  division  level.  I  have  concluded  from  the  research 
conducted  that  vision  is  not  only  desired,  but  necessary, 
at  all  levels.  It  should  not  be  limited  to  only 
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ttftnior-1«iv«1  positions.  Lsadsrship  sxpsrts  from  ths 
civilian  ssctor  havs  proven  the  Importancs  of  vision  at  a11 
1 avals,  and  tha  Army  should  taka  nota  and  maka  changes. 
Leaders  are  not  visionary  leaders  by  virtus  of  their 
positions  or  rank.  They  are  visionary  leaders  based  on 
their  ability  to  look  into  the  future  and  move  their 
organization  toward  clearly  defined  goals. 

3.  Army  doctrine  falle  short  in  accurately 
describing  the  relationship  between  vision,  command 
philosophy,  and  command  climate  in  its  Field  Manual 
1*2-103.  These  are  all  important  concepts  within  the  Army, 
and  ones  that  leaders  must  understand  and  implement. 

4.  Vision  is  an  important  concept  and  the  Army  must 
not  only  keep  it  in  its  doctrine,  but  incorporate  it  more 
completely  within  its  doctrine. 

Baseline  Qualities 

1.  The  Army  needs  to  incorporate  vision  as  a  basic 
leadership  ingredient. 


2.  The  Army  needs  to  improve  upon  the  leadership 


model  in 


by  incorporating  the  roles  of  the 


leader,  as  conceptualized  by  the  models  presented  in 
Figures  6  and  6. 


Leadership  Qualities  and  Visionary  Leadership  in  the  Army 
Analysis  of  the  literature  led  me  to  several 
conclusions  about  visionary  leadership  in  the  Army. 
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1.  It  is  1mpottaib1«  to  dofinitivdy  Htato  that 
contain  laadarship  qualitlaa  ara  raquirad  for  visionary 
laadarahip.  To  do  so  would  maan  that  a  laadar  without  ona 
of  tha  “raquirad"  qualitiaa  is  not  a  visionary  laadar. 

Howavar,  all  things  baing  aqua1 ,  it  is  condudad  that  tha 
following  qualitiaa  ara  asaantial  for  visionary 
laadarship:  (a)  vision,  (b)  powar,  (c)  aasaasmant, 

(d)  communication,  (a)  salf^davalopmant,  (f)  balanca,  and 
(g)  charactar. 

2.  Tha  Army  limits  visionary  leadership  to  senior 
level  officers. 

3.  The  Army  does  not  have  a  professional 
development  program  in  place  to  develop  and  nurture 
visionary  leaders. 

4.  The  Army  does  a  superb  job  at  including  the 
study  of  vision  and  visionary  leaders  into  the  Command  and 

General  Staff  College  curriculum.  As  the  Training  and  * 

Doctrine  Command  looKs  to  reduce  the  teaching  staff, 

courses,  and  student  requirements  for  Command  and  General 

Staff  Collage  (CGSC),  it  must  be  careful  not  to  eliminate  * 

any  of  C710,  Fundamentals  of  Senior-Level  Leadership  in 

Peace  and  War.  It  was  considered  by  students  to  be  one  of 

the  most  valuable  courses  in  the  CGSC  curriculum.  * 

5.  The  Army  has  an  over-abundance  of  leadership 
laundry  lists:  fundamentals,  imperatives,  competencies, 

a 

principles.  In  other  words,  the  Army  is  long  on  lists  and 


a 
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short  on  ”how-to*s."  Ths  Army  nssds  to  consol Idats  and 
simplify  its  lists,  and  focus  on  “how  to":  craats  a 
vision,  communicata  tha  vision,  and  axacuta  tha  vision. 

8.  Army  officars,  as  visionary  laadars,  should  ba 
hald  rasponsibla  for  thair  visions  in  tha  sama  manner  that 
they  are  hald  rasponsibla  for  thair  budget,  thair  training 
programs  and  status,  thair  missions  and  Mission  Essential 
Task  List  (METL),  and  thair  professional  development. 
Likewise,  they  should  ba  evaluated  on  thair  vision. 

Recommendations 

Based  on  the  analysis  of  all  matSrial  researched  for 
this  study,  the  following  recommendations  on  the  concepts 
of  vision  and  visionary  leadership  for  the  Army  are  made: 

1.  Recommend  the  Army  consider  developing  one 
leadership  manual  that  addresses  all  levels  of  leaders. 

This  would  significantly  reduce  the  confusion,  ambiguity, 
and  elusiveness  created  by  so  many  manuals. 

2.  The  Army  needs  to  develop  a  concise  definition 
for  vision,  and  incorporate  that  definition  consistently 
throughout  its  doctrine.  This  includes  putting  the 
definition  in  JC8  Publication  1-02  and  Army  Regulation 

ai.Q-2g. 

3.  The  concept  of  vision  should  be  extended  to  the 
Army's  junior-level  leadership  doctrine. 


4.  R«comm«nd  th*  study  of  vision  snd  visionary 
Isadsrship  bs  Includsd  In  ths  Army’s  curriculum  for  ths 
Off 1  car  Basic  and  Advanced  coursss  and  Combined  Arms  Staff 
Services  School.  It  Is  that  Important.  It  makes  no  sense 
to  expect  Junior  officers  to  understand  and  know  that  at 
some  point  In  their  future  they  will  be  expected  to  be 
visionary  leaders  at  the  top  of  the  organization,  If  they 
are  not  taught  and  developed  early  In  their  career  as  to 
Its  meaning. 


Suggestions  for  Further  Research 

1.  Recommend  the  essential  leadership  qualities, 
addressed  In  the  conclusions  above,  be  further  researched 
and  tested  by  developing  a  survey.  Recommend  surveying 
Army  officers  using  two  distinct  populations,  junior-level 
and  senior-level. 

2.  Recommend  the  two  models  developed  1n  Chapter 
Four  be  tested  and  validated  through  further  research. 
Recommend  both  models  (see  figure  3,  Proposed  Visionary 
Leadership  Model  and  figure  6,  The  Four  Factors  of 
Leadership)  be  considered  for  incorporation  Into  FM  22-100 
and  FM  22-103. 

3.  Recommend  further  research  be  conducted  on  the 
utility  of  requiring,  at  a  minimum,  commanders  at  all 
levels  to  write  a  vision  statement  for  their  unit.  Every 
organization  deserves  this  from  their  leader,  and  it  is 
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r«cotnm«ncittCl  as  on#  of  tha  bast,  moat  affactiva  ways  of 
communicating  a  vision.  Spacif ical ly ,  racommand  tha 
following  ba  considarad  for  addition  to  tha  off i car 
aval uat ion  raport:  (a)  craatad  a  vision  statamant; 

(b)  affectivaly  communicated  tha  vision;  (c)  anticipated 
future  raqui ramants,  and  (d)  balanced  competing  demands. 

4.  Racommand  further  research  ba  conducted  to 
analyze  tha  relationship  between  vision,  command 
philosophy,  and  command  climate. 

Summary 

In  summary,  this  study  has  supported  my  notion  that 
there  are  essential  leadership  qualities  necessary  for  Army 
officers  to  provide  visionary  leadership.  Although  having 
vision  is  one  of  those  qualities,  it  cannot  stand  alone. 
This  study  concluded  that  the  visionary  leader  must  have 
the  following  qualities:  vision,  power,  assessment, 
communication,  sel f -'development ,  balance,  and  character. 
Visionary  leadership  is  a  result  of  the  leader  possessing  a 
combination  of  these  leadership  qualities,  and  tha  ability 
to  balance  each  based  on  tha  situation. 

Additionally,  this  study  lent  strong  support  for 
concluding  that  visionary  leadership  exists  at  all  levels, 
thus  eliminating  the  parameters  of  rank  and  responsibility 
on  visionary  leadership.  The  Army  should  not  limit 
visionary  leadership  to  senior  leaders.  It  should  give 
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th«  concapts  of  vision  and  visionary  leadership  their  ^ 

proper  place  in  the  Army’s  leadership  doctrine.  Junior 
level  leaders  that  demonstrate  the  potential  for  visionary 
leadership  must  be  nu^-tured  through  Army  training,  ^ 

education,  and  leadership  development  programs. 

The  Army  needs  visonary  leadership  at  all  levels. 

However,  the  Army  must  begin  early  in  an  officer’s  career  ^ 

to  professionally  develop  them  so  the  Army  will  produce 
leaders  who  can  create  vision,  articulate  their  vision,  and 
live  their  vision. 
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Figure  1:  Components  of  Vision 
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Link  between  present  and  future 
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Inspiring;  motivational 
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Long  lasting 
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Attractive 

Realistic 

Directional 

Concise;  detailed 

Conceptual 

Center  of  all  action 


WHAT  A  VISION  MUST  00 


Provide  an  endstate 

Focus  on  people 

Empower;  ennoble 

Challenge 

Provoke  confidence 

Set  6  incorporate  goals 

Address  change 

Reflect  values;  beliefs 

Provide  standards  of  excellence 

Include  vision  of  higher 

Provide  focun  (  guidance 

Instill  loyalty  B  trust 

Provide  a  sense  of  purpose 

Inculcate  confidence 

Attract  commitment 


KEY  for  reference  abbreviations i 


HIL  Military  related  literature 

Offi< 


General  Officer  briefings  and  speeches 
CIV  LIT!  Civilian  literature 
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Figure  2. A:  "BE*  Qualities 
Figure  2.B:  "KNOW"  Qualities 
Figure  2.Ct  "DO"  Qualities 

Key  Notes  for  Figures  2.A/  2.B,  and  2.C! 

1)  The  BE,  KNOW,  and  DO  charts  on  the  following  pages 
depict  leadership  qualities.  There  are  two  tables  for 
each  of  the  charts.  The  top  table  outlines  "Main 
qualities"  and  the  bottom  table  outlines  "Subset 
qualities . " 

2)  The  leadership  qualities  addressed  In  £I1  22-100 
were  used  to  establish  the  foundations  for  each  of  the 
charts . 

3)  Leadership  qualities  (both  "main"  and  "subset") 

NOT  addressed  In  m  22-100.  but  seen  as  Important  In  ot  er 
sources,  were  added  to  the  charts.  Additions  are  denoted 
with  a  proceeding  the  approrlate  quality. 

4)  Other  sources  used  for  the  study  are  referenced  in 
the  top  table  of  each  chart  as  follows: 

a)  m  ZIzlSl 

b)  Mil  Lit :  Military  related  literature 

c)  G/0;  General  Officer  briefings  and  speeches 

d)  Civ  Lit:  Civilian  related  literature 

5)  Leadership  qualities  supported  by  the  sources 
listed  In  paragraph  4  are  denoted  with  an  "X"  In  the 
appropriate  columns  of  the  top  tables. 

6)  Since  Qf  22-100  was  used  as  the  basis  for  the 
leadership  qualities  within  the  charts,  a  dashed  line  Is 
used  on  ea&h  of  the  tables  to  simply  separate  the  4 
qualities  found  In  £11  22-100  from  the  qualities  added. 

7)  Essential  qualities  for  visionary  leaders  ane 
denoted  with  an 


Flgur*  2. A 


BE"  Qualltias  of  tho  "BB-KNOW-DO 


•BB“ 


MAIN  QUALITIES 


PM  22-10} 

PM  22-103 

Mil  Lit 

G/0 

Civ  Lit 

*  1.  Person  of  Character 

X 

X 

X 

2.  Committed  to 

Professionalism 

3.  An  Example  of 

X 

Individual  Values 

• 

4.  Able  to  Resolve 

X 

X 

X 

X 

Complex  Dilemmas 

*tS.  Communicator 

X 

X 

X 

X 

*6.  Mentor 

X 

X 

*7.  Personable 

X 

X 

u _ 1 

SUBSET  QUALITIES; 


1.  Character: 

2.  Commitment: 

4.  Resolve  Dilemmas: 

Determination 

Loyalty 

Interpret  Situation 

Compassion 

Selfless  Service 

Analyze 

Self  Discipline 

Integrity 

Choose  best  course 

Role  Modeling 

Duty 

of  action 

Initiative 

- - - 

Flexibility 

*  Moral  strength 

■f  Deal  with  change 

Consistency 

^  Respect 

■f  Intelligent 

*  Intellectual 

Risk-Taker 

3. Individual  Values: 

+  Perceptive 

•f  Dedicated 

Courage 

*  Inspiring 

Candor 

■•■5 .  Communicator : 

*  Responsible 

Competence 

+  Listening 

+  Tough 

Commitment 

■«'  Oral;  written 

-t-  Wise 

Internal;  external 

-f  Credible 

■fO.  Mentor 

■f  7.  Personable: 
Humor 
+  Wit 

+  Charisma 


rigur*  2.B:  ■‘KHOW  Quallti«t  of  tha  "BB-know-OO" 


FM  22>100 


1.  4  Laaderahlp  Factors 

2.  Standards 
*3.  YourasXf 

4.  Human  Nature 

5.  Job 

6.  Unit 


■*>7.  Bxparisnca 


FM  22-103  Mil  Lit  G/0 


Civ  Lit 


1. Factors: 
Leader 
Lad 

Situation 

Communication 


*  4  Dimensions 

2 . Standards : 
Army 

Relationship 
to  War¬ 
fighting 


3. Yourself : 
Personality 
Performance 
Strengths 
Weaknesses 
Knowledge 
Skills 
Attitudes 


*  Know  History 

*  Self  Esteem 

4. Human  Nature: 
Potential 
How  fear  affects 
Performance 


5.  Job: 

Plan 

Communicate 

Suspence 

Teach,  coach,  counsel 
Technical,  tactical 
competence 

Develop  subordinates 
Make  good  decisions 
Use  Available  systems 

6.  Unit: 

Capabilities 

Limitations 


105 


Figur*  2. Cl  *00"  Qualities  of  the  *BB-KN0W-00‘‘ 

I - "DO- - , 


MkZN  QUIlLITZBi 
J - - - L 


FM  22-100 
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1.  Provide  Purpose 
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X 

*  2.  Provide  Direction 
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X 

3.  Provide  Motivation 

X 

4-4.  Discipline 

X 

« 
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X 

X 

«+6.  Vision 
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X 

*4'7.  Power 

X 

X 

X 
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1.  Purpose: 

2.  Direction: 

Why 

Plan 
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Intent 
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4>  Focus 

Solve  problems 
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Reward  performance 
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Visionary  Leadarship  Modoi:  Laadarship  quaiittes  varsiis  vision, 
with  raspact  to  tima,  axperianca,  and  rasponsibiiity 


a 


107 


Pigur«  4:  "The  Four  Pactoro  of  Laadarshlp*  from  FM  .3,2~.l.SJa 


I  THE  FOUR  FACTORS  OP  LEADERSHIP 


THB  i  THE 
LBD  I  LEADER 


t 


THB 

SITUATION 


COMMUNICATIONS 


Figura  5:  "Leadarahlp  Rolas*  from  Visionary  Laaderahio  by 
Burt  Nanus 

I  LEADERSHIP  ROLES 


B 


EXTERNAL  ENVIRONMENT 


Spokasperson 


Direction  Setter 


PRESENT 


FUTURE 


Coach 


Change  Agent 


INTERNAL  ENVIRONMENT 


rigur*  6 I  Propot«d  Model  for  th«  Aroy's  "Four  Factors  of  Uadershlp" 
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